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EXECUTIVE SUMMARY 

The Save the Chldren Federation (SC) was awarded an Institutional Support Grant (ISG) 
fiom the Agency for International Development (AID) in 1993, the objectives of which 
were to 

1 Institutionalize developmental and relief T~tle I1 food-assisted programming In SC 
2 Make innovative improvements In the design of Title I1 food-assisted programs 
3 Initiate four new T~tle II food-ass~sted projects in SC's portfolro 
4 Support on-going Tttle I1 programs and Improve program management and delivery of 

Title I1 commod~t~es 

Thls document IS the final evaluation of the ISG The evaluation was contracted to a team 
of consultants with experience in organizational development, the management of food 
asslstance programs and maternal and child health and nutntion programs 

Team members were three Frank Sullivan, who worked for CARE for nearly twenty-five 
years and has spent much of the last ten years studymg orgaruzational behavlor and health, 
water and agricultural development, was the team leader Douglas Taren, Ph D is Associate 
Professor and Deputy Dmctor of the Anzona Graduate Program in Pubhc Health He 
provided expertise m women and chdd nutnt~on issues, having broad experience wth under- 
served populations m the US and developing countries Thoric Cederstrom Ph D , was SC's 
support person on the team He is the recently-bed Food Secunty Policy Advisor of Save 
the Children, pnor to hls comng to SC, he was on the faculty of the Univers~ty of Anzona 
in the Bureau of Applied Research in Anthropology and has worked on international food 
secunty and sustamable agnculture Issues for over 17 years 

The evaluation took place dunng three weeks fiom January 15, 1998 to February 13, 
1998 One week was spent In Internews at the maln office of SC in Westport, 
Conneticut The second week involved a field tnp to N~caragua to study the support the 
ISG had provtded to a "typical" field office The third week was ded~cated to analyzing 
results and wnting the final document in Washington, DC An exlt Intermew was 
conducted to present findings to SC in Westport 

Results show this grant has run its course in a time of unprecedented changes In the donor 
environment, as well as a time of major reorganization in SC A comparison between the 
grant's Logical Framework and evaluation findmgs shows clearly that Objectwe One has 
been acheved The ISG has contnbuted in a mearungfbl way to instltutionalivng Food 
Secunty as one of SC's core values SC's organizational structure has grown more agile 
and sophsticated as an outcome of ISG support lines of authority have been streamlined, 
a cadre of Associate Vice Presidents has been created to accelerate dectston malung, and 
the Washington office has been significantly strengthened Organizational busmess 
practices have been influenced by ISG-supported events an impetus toward 
decentralizatiop and the pursuit of large-scale strategc opportuwties grow out of 
successfbl DHR "modeling", personnel pol~cies are being updated to make them more 



responsive to disaster and emergency field condit~ons, and innovative use of technology is 
being fostered 

The project suffered fiom high staff turnover early on but thls situation has been resolved 
and the ISG has recovered its momentum Vis~on and Miss~on statements have been 
hammered out, well qualified techrucal staff have been recruited, and admmstrat~ve 
responsibilities have been realigned In essence, DHR has solidified to the point where it 
seems poised to embark on a period of aggressive portfolio growth 

Resistance in SC fiom non-DHR staff to food programng has largely been overcome, 
and the consensus through many parts of the organization is that food programming has 
become an essential part of SC's mandate 

Regarding Objective Two, SC has taken the use of food in several new directions It has 
become a leader In monetizat~on, including regional monetization SC has also 
successfblly focused on how to transition food a ~ d  during emergencles, using it for long- 
term development The ISG has allowed the entire SC orgaruzation to work together 
plamng how food aid can be allocated for different and innovative uses Although SC has 
significantly advanced in its uses of food, field efforts to create truly integrated programs 
may still be a step behnd Likew~se, monitonng, data col1ection and evaluation are areas 
of fbture improvement Overall SC's efforts to Improve performance and design have 
accelerated in the past two years 

Regarding Objective Three, four new projects have been fbnded as called for in the grant, 
and an initially well-received fifth one is under AID review 

Regarding Objectlve Four, DHR has been reasonably successfbl in carrying out a number 
of workshops and training events throughout the ISG, however there does not appear to 
have been much strategic planning regarding these events A similar observation was 
ventured regarding field staff travel which has occasionally been In a ~ d  of cns~s 
management 

The quality of DAP submissions has grown dramatically during the ISG Manuals and 
policy papers have been an area requiring more attention but a stream of recent documents 
seems to Indicate that Field Offices will be better served In this area than in the past 

However, it seems there IS approxtmately half-a-mllion dollars left In the grant, it is 
questionable that thls sum will be expended in full by grant's end 

Total resources brought to the orgamzat~on under the auspices of the ISG are 
approximately $32 mill~on over the last five years and an analys~s of Annual Reports 
Indicates that Save the Children has consistently spent half of its program budget on 
d~saster, emergency and civil society programng over the last four years 

Seven recommendations were put forward regarding a possible fbture ISG 



I. INTRODUCTION 

Save the Children Federation (SC) was founded in England by Eglantyne Jebb in 19 19 
Ms Jebb went on to draft the "Declaration of the Rights of the Child" whch was later 
adopted by the League of Nations in 1924 and by the Umted Nations in 1948 In 1932 
SC was established in the Umted States of America by John Voris during the Great 
Depress~on Since then, the agency has become an international institution and provides a 
variety of assistance to 400 commuruties throughout the world It received its first grant 
from United States Agency for International Development (USAID) in 1975 to develop 
the Commumty-Based Integrated Responsive Development (C-BIRD) model which has 
been embraced by USAID and fore~gn a d  polic~es SC has proven itself to be an adaptive 
agency to the changmg needs of the world It has responded creatively to a vanety of 
natural and manrnade disasters and has grown from a program that provided hot lunches In 
Appalachia to include programs such as child sponsorship, project-partner imtiat~ves, 
community development projects, and chld advocacy campaigns The overall goal of SC 
is "to assist each commumty to become an effective agent for ~ t s  own development " 

To krther SC's efforts in the area of food secunty, SC was awarded an Institut~onal 
Support Grant (ISG) fiom USAID In 1993 (Grant No FAO-0801 -A-00-3038-00) The 
objectlves of the ISG were four fold 

1 Institutionalize and strengthen developmental and rel~ef T~tle I1 food-assisted 
programmng wthin Save the Chldren's field programs 

2 Make innovative improvements In the des~gn of Title I1 food-assisted programs 
3 Imtiate major new Title I1 food ass~sted projects to Save the Chldren's portfoho 
4 Continue to support on-going T~tle I1 programs and improve program management 

and dellvery of Title I1 cornrnod~t~es 

In response to these object~ves and to Increase SC's food assistance capabil~ties, a D~wsion 
of Humamtanan Response (DHR) was created to expand on the work prewously done by 
the Commodity Asslsted Development and Emergency Programs (CADER) Umt w t h n  
SC, the umt bemg evaluated under th~s  document 

Ths current report is the final external evaluation of the ISG It was contracted to a team 
of external independent consultants with expenence In the management of food assistance 
programs and wth maternal and child health and nutntlon programs accompamed by one 
internal SC member Appendix A presents the complete scope of work for the evaluation 
team This final evaluat~on focuses on SC's progress dunng the past four years and what 
object~ves have been met withn the ISG It w11 evaluate the four primary objectlves of 
the ISG and the actlons that were In progress dunng the ISG md-term evaluation 
Finally, it will ou the  any shortfalls or weaknesses in implementat~on of the ISG, and 
makes recommendations for SC's fbture work 



2.0 METHODOLOGY 

2.1 Introduction 

The evaluation of the ISG was conducted by a team of two external consultants and 1 SC 
staff member The overall evaluation was conducted dunng a three week penod from 
January 15, 1998 to February 13, 1998 The evaluation team spent its first week at the 
main office of SC in Westport, Conneticut This time was used to develop a team 
working plan, develop interview instruments, review documents, and conduct a series of 
individual and focus group internews with SC decision makers and staff The second 
week was spent in the field reviewing the interaction of the ISG head office team wth a 
Title 11 sponsored food security program in Nicaragua The pnmary Nicaragua SC office 
is Managua with the Title I1 project located in Leon with backstopping from Managua and 
Westport The thlrd week was dedicated to analyzing results and writing the final 
document in Washington, DC Several interviews wth USAID officials were also held in 

the final week An exit interview was conducted by the ET to present findings to SC in 
Westport 

The evaluation team used a six step process in conducting the evaluation Ths included 
team planning, the review of documents, interviews, the Nicaragua Title I1 field wsit, an 
analysis of findings, and the final report preparation 

2.2 Team Planning 

A team plamng process adapted an algorhythem developed by WASH' that allowed 
team members to shape the final product These steps were (1) Introduction to progarm, 
(2) History of the ISG and its current status (3)  Who are the clients for the report, (4) 
Scope of Work, (5) What w11 be the end product from ths  rewew ( 6 )  Team members, 
working patterns, (7) Developing a Work Plan, (8) Developing questionnaires and 
instruments (9) Administrative Detalls, (10) Project Briefing and (1 1) Closure Ths set 
the ground work for how the ET would function dunng the followng three weeks Ths 
two day exercise created in each team member a stmilar frame of reference to work on the 
project 

2.3 Review of Documents 

Numerous documents were reviewed and discussed by the ET The complete list of 
documents reviewed by the ET is presented in Appendix B These documents can be 
classified into four groups The first group were background documents that focused on 
general issues related to the funding, planrung, implementation, monitonng and evaluation 
of Title I1 programs These docuements were from USAID The second group of 
documents were specific to SC These were documents that focused on toplcs such as its 

1 Gormley W, Rosensweig F Facrlrtator Guide for Conduct~ng a Team Planning Meet~ng WASH 
Techrucal Report No 32 , Water and Sawtauon For Health Project, Arhngton, VA, Nov 1985 



mission, hlstory and current value systems The thrd group of documents were spec~fic to 
SC and Title II These included pol~cy papers, procedure manuals, DAPs, and reports 
from T~tle I1 projects The fourth set of documents prowded to the ET by SC focused on 
the Title I1 program in Nicargua 

2.4 Interviews 

A senes of inteviews were conducted as part of this evaluat~on (Appendix C )  At the SC 
office in Westport, the interviews were conducted to three target groups The first was to 
staff members w t h n  the Division of Humarutanan Response The team also held a senes 
of internews wth SC executives within SC but outside of the DHS staff Lnternews 
were also conducted via telephone wth SC regonal area directors Questlomaires were 
used to standardize and formalize the intewew process for each of these groups (see 
SOW in Appendix A) Furthermore, a questionnaire (Appendix D) was sent to regional 
directors and country directors regardmg the role that DHR (the ISG) has had on 
developing policy and providing tnput on T~tle I1 programs These questionnaires went to 
SC staffwho currently have T~tle I1 funds and to others who do not have T~tle II hnds in 
their area Their responses are summanzed in Appendix D 

Intervtews were also conducted as part of a field tnp to Nicaragua to evaluate how the 
ISG was used to develop and support SC's Title I1 project Internews were conducted 
wth SC staff, Title I1 participants, and professionals fiom other orgaruzations worlung 
with SC These included CARE, the Min~stry of Health, (MINSA), USAID, and 
Development Associates 

In Waslungton, two addit~onal lntervlews were conducted wtth USAID offictals These 
tntervtews were wth Jeanne Markunis of BHWFFP and w~th Janet Paz-Castillo, 
prev~ously of the same bureau The focus of these less structured mterviews was to 
collect background and contextual data on how AID had seen the evolution of the grant 
over ~ t s  five year hfe 

2.5 Nicaragua Title I1 Field Visit 

The focus of the field trip was to detemne how the ISG had supported the development 
of the Nicaragua Title I1 project Summanes of the team's activ~ties in Nicaragua and the 
major findings fiom this trip are presented In Appendix E Bnefly, thss tnp included an 
onentatton meettng regardrng the Title II project It also included a three day trip to 
Leon, the field headquarters for the project The ET met with Marganta Clark, the 
program coordinator and others worlung on the project including warehouse managers, 
nutrition promoters, local volunteers (bngad~stas) and the nutritionistldata analyst 
Three days were used to visit field srtes to observe growth monitonng sesstons, food 
distribution procedures and health education sessions and to determine how the ISG 
supported these activit~es After these observations, meetings were held with SC's 
Nicaragua's Country Director, MINSA offic~als, the Project Monitoring Unit (PMU), and 
USAID offic~als at the Managua Mss~on 



2.6 Analysis of Findings 

The analysis of findings was an interative process that included dally meetings among the 
three members of the ET During the initial two day team plamng meetmg, assignments 
were divided among the team members in order to identify who would take the lead role in 
various aspects of the evaluation This allowed each member to lead d~scussions in their 
assigned area 

2.7 Report Preparation 

The final report preparation assisgned specific sections to members of the ET The team 
member then wrote the first draft of their section Each section was reviewed 
independently by the other two ET members After the first review, a meeting was held 
among the ET members to discuss any changes that were subject-matter related At ths  
time, a reanalysis of results were discussed This was followed by having the prmary 
writer perform all the appropriate ed~ts to the document Thls was also followed by a 
reading of text by the ET members and a meeting to discuss any discrepencles Ths cycle 
of having sections written, reviewed and d~scussed continued untd there was consensus on 
each portion of the document Final comments regarding strenghts, weaknesses, and 
recommendations were based on consensus among the three evaluators 

Overall, the process proceeded smoothly and team members are confident they were able 
to capture all essential elements of the grant and its implementation Full cooperation was 
received from SC staff at every moment dunng the evaluation and the team members 
express their appreciation to SC staff for their candor The team hopes that ths  
evaluation accurately balances the accomplishments of SC In ISG implementation and 
clearly articulates challenges for the fbture 



3.0 PROFILE OF EVALUATION TEAM 

Frank Sullivan, MPS: External Evaluatormeam Leader 

Frank Sullivan worked for CARE for nearly twenty-five years His fist assignment was in 
Bangladesh as cooperative development adwsor, later serving as Agricultural Project 
Development Coordinator He was transferred to Honduras to serve as Fishing Project 
Coordimator and Port Officer for the Title II program there After three years m Honduras, he 
completed a Master's of Profess~onal Studies degree at Cornell University with a speclktlon 
m agricultural and rural development He returned to Bangladesh wth CARE and served first 
as Assistant Country Duector for Programrmng, then as Assistant Country Director for 
Admstrat~on, finally as Acting Country Duector 

He was transferred to Ecuador as Country Director where in three years he diversified the 
CARE portfolio until ~t included actlvit~es m pnmary health w e ,  water, mcro-enterpnse, 
sprinkler irrigation, and soil conservatlon He was transferred to CARE Bohwa, where under 
his supermion, the portfolio doubled to over $6 3 d o n  annually Notable program 
accomplishments during these five years were the landmg of a USAID $1 I 0 mihon 
Operational Program Grants (OPG) for pnmary health card rural development and water m 
160 rural commumtles, a s~rmlar $4 5 rmlllon dollar grant fiom the CanadIan government, and 
the landmg of two different $5 0 d o n  dollar grants fiom the governments of the Netherlands 
and Denmark for soil conservatlon, irngatlon, and agncultural development On his transfer to 
CARE m the D o m c a n  Repubhc, he assumed overs~ght for a Tltle II primary health care 
project workmg m every health dlstnct on the Hatian/Dorninican border A unique unpact 
evaluation was conducted on ths project whlch demonstrated wth statlstlcal sigrzlficance that ~t 
had acheved major mcreases m breast-feedrng, f m l y  p l m g  usage and reduction m &ant 
and chdd malnutntlon 

Mr Sullivan has spent much of the last ten years studyng organtzatlonal behavior and 1s an 
mdependent consultant m that spec~almtlon along wth skills m evaluation and health, water 
and agncultural development His most recent consultancy was wth the DC Department of 
Health as Enwonmental Health Team Leader ofthe "DC Management Reform Project " 

Douglas Taren, PhD: External Evaluator/Team Member 

Dr Taren has worked on women and child nutntlon issues for underserved populations in the 
Umted States m developmg countnes for the past 15 years He has served as a consultant for 
the International Science and Technology Institute Vitanun A Freld Support Project (VTTAL) 
to develop a national needs assessment m Panama He has served as a member of the Techntcal 
Advisory Board, Technical Assistance to Pnvate Voluntary Orgarzlzatlons for Comrnumty- 
Level Micronutnent Interventions for Helen Keller International He was a member of the 
workshop on "Health Information and Epidemology" sponsored by the Pan American Health 
Organization, the hsociation of Schools of Pubhc Health and the Association of Latin 
American Schools of Public Health, Caracas, Venezuela He also has served as Duector and 
Professor for two mternatlonal courses, "Prinapios de Epidemologia Perinatal" (Principles of 



Perinatal Eprdemology) and "Segundo Curso de Metodos Epidemologicos y Salud Materno- 
Infant&" (Maternal and Child Health Eprderniology) sponsored by the Costa %can Institute for 
Research and Teachings in Nutrition and Health QNCIENSA) and the College of Publtc Health 
University of South Florida, Tres Rios, Costa Rica His research has focused on maternal and 
chdd health, including interactions between infectious dlseases and nutntlonal status, the effects 
of extended breastfeeding, and dretary methods 

Dr Taren is currently employed at the Univers~ty of Arizona College of ~ e d l c i e  where is an 
Associate Professor and Deputy Director of the Arizona Graduate Program in Public Health 
He is also the Director of the Nutrition and Physical Activity Unit in the Anzona Prevention 
Center, the public health arm of the College of Medicine Dr Taren was on the faculty at the 
University of South Florida College of Pubhc Health fiom 1986 to 1993 Previous to that, Dr 
Taren was project coordinator for Cornell University's New York State Nutrition Su~edance 
Program and he was a WIC nutritionist for the Navajo Nation where he was recognized "For 
Outstandmg Dedlcatlon and Contnbutron to Navajo Nutrition " 

Thoric Cederstrom, Ph.D.: Internal Evaluatormeam Member 

As Food Secunty Pollcy Advisor of Save the Chddren, Dr Cederstrom 1s responsible for 
supporting and promotmg the implernentatlon of Save the Chldren's Food Security Pollcy 
throughout the agency Pnor to comng to Save the Chldren, Dr Cederstrom was on the 
faculty of the Umverslty of Arizona In the Bureau of Apphed Research In Anthropology 
where he dlrected the Fanner-to-Farmer Program fiom 1990 to 1997 Dunng the same 
tlme, he also served as Coordinator of Tnternatlonal Tralmng Programs that conducted 
expenentral learning opportunitres for international professionals that were financed by 
Office of International Cooperatwe Development of USDA and CLASP and CLASP I1 of 
USAID From 1987 to 1990, Dr Cederstrom was a faculty member of the Departments 
of Anthropology at the Universldad de las Amencas and the Umversldad Autonoma de 
Puebla in Mexico 

Dr Cederstrom has actively worked on International food secunty and sustamable 
agriculture issues for over 17 years He has repeatedly consulted for various mternational 
atd organizations such as CARE, World Food Program, USAID-W, Development 
Alternatives, and Development Associates, conductmg food security assessments and 
assisting in program development He participates m a variety of professional 
organizatrons concerned about food secunty, nutrition, and sustainable agriculture issues 
such as Committee on Nutritional Anthropology, Association for Farming Systems 
Research and Extension, and the Society for Medrcal Anthropology Dr Cederstrom 
heads the Food Security Task Force within the eleven-member International Save the 
Children Alliance that is charged with coordmating and integrating food secunty policy 
and programming 



4.0 HISTORY OF THE INSTITUTIONAL SUPPORT GRANT 

4.1 First Enhancement Grant 1987-1992 

In 1987, Save the Children Federation (SC) received an Enhancement Grant (EG) fiom 
AID in the amount of $2 0 million to encourage the use of food in SC's ongoing 
integrated rural development programs and to improve its food aid management tn the 
Home Office (HO) and Field Offices (FO) SC created a Food Umt (Commodity Assisted 
Programs and Emergency Response, CADER) to foster the growth of a nucleus of 
expertise in food aid logisttcs and program planning which spilled over to other SC umts 
and field office staff Large-scale commodity distributrons were carried out successfLlly in 
Lebanon, Sudan, and Ethlopia Dunng this period, SC joined the PVO food aid 
community and participated actrvely in FAM, the Food Aid Management consortium 
CADER also prepared a generic technical manual on monettzation procedures that became 
widely consulted among other PVOs Foretelling an increasingly common role in the 
hture, SC was the lead agency tn collaborative monettzation In the Sudan The ongtnal 
EG was hndamental for SC to begin to develop the institut~onal capacity for food aid 
programming 

The final evaluation of the ~mttal EG prowded important recommendations to SC to 
hrther improve its institut~onal capability Principal recommendations were develop 
tighter integration between CADER and development sectors w t h n  SC (health, 
education, and economic opportumties) to strengthen the technical components of food 
programs, develop and implement a train~ng/onentation plan for HO and FO staff on food 
uses and appropnateness In development programmmg to cultivate enthusiasm and 
interest m food aid programming in field offices, secure policy support from top levels of 
SC, expand networking efforts wth other PVOs involved In food programrmng, develop 
a food ard strategy, improve management lnformatron systems, and strengthen the 
design, momtoring and evaluation of food ald programs 

4.2 Second Institutional Support Grant 1993 - 1998 

Save the Children's new proposal responded directly to the recommendations of the final 
evaluation of the first EG Specifically, the new ISG focused on four maln objectives for 
SC institutionaltze and strengthen Title I1 food-assisted programmmg, tmprove the 
design of Title I1 food-assisted programs, initiate new T~tle I1 food-assisted projects, and 
support on-going Tltle I1 programs and improve program management and delrvery of 
Tltle I1 commodities To facilitate the achievement of these objectives, CADER was 
transformed into the Dlvlsion for Humanitanan Response (Dm) wth a mandate for food 
security, emergency response, and children and war activities Several major food aid 
initiatives were undertaken dunng ths  finding penod in Etluopia, Sudan, Mozambique, 
Angola, and Nicaragua 

The mid-term evaluation and the response fiom FFP indicate that senous institutional 
deficiencies withn SC in regards to food secunty programming remained These were 



attitudes of HO and FO toward food ald remained hesitant 
trantng courses are needed for SC staff 
over-reliance on outside consultants continued 
clmfication of program benchmarks was needed 

With the hiring of a food security policy advisor In the fourth year of the grant, sigmficant 
headway has been made toward integrating the activities of DHR with the other sectors 
SC's new food security policy and strategy papers clearly demarcate the points of 
articulation of food aid with sector development activities The Guatemala proposal 
demonstrates the new thinking emergmg in SC of creatlve uses of direct food a ~ d  and 
monetization and represents a truly collaborative effort between DHR, Health, and 
Economc Opportunities Several regional workshops are planned dunng the fifth year to 
promote food secunty prograrnmng concepts at the field level The rapld livel~hood 
security assessment carried out in Angola by the food secunty policy advlsor illustrates the 
fbture direction of SC In the local capacity building of its national field staff The 
Guatemala DAP also represents a clear departure from a reliance on outside expertise for 
proposal development to an entirely in-house process SC will employ the same 
methodology for the anticipated Bolrvla DAP to be completed withn the current fbnd~ng 
cycle The rest of the report addresses these concerns and others In detall 



5.0 TIMELINE OF MAJOR ISG EVENTS 

The timeline of key events during the implementation of ths  ISG is a particularly nch 
story Major changes in AID'S use of Tttle ll took place dunng the penod, paralleled by 
major structural changes talung place in SC Westport Wtthn the ISG, there was 
considerable movement of st&, accompanymg the achevement of grant mlestones whch 
(more-or-less) had been called for A chart is attached to accompany this narrative (Table 
1) What neither the chart nor the narrative w11 do to complete satrsfaction is to address 
the interaction between these events changes taking place in AID whch affected grant 
implementation whch, in turn, affected SC's executive decision-making, which In turn, 
affected AID Washington, etc The reader is asked to reflect on these mteracttons as the 
narrative proceeds AID will be d~scussed first, followed by SC at the orgamzational level, 
concluding with a discussion of the ISG grant events themselves 

5.1 AID Events 

At the start of ths  ISG in October, 1993, the era of "Downsizing" USAID overseas 
Mssions was in full swing, a time of stgnficant disruption It was also the time of the 
"Re~nventing government" intlatwe of V~ce President A1 Gore, and the creatton of the 
Results Package, R-4 These events sign~ficantly influenced how overseas AID Msstons 
do their jobs 

Also at this tlme, the Congress had started cutting into AID'S budget, and Tttle I1 
resources were suffering sigmficant reductions and were more aggresstvely sought after 
than at any time in the precedmg decade 

In BHR/FFP Washington, to glve an idea of the magnttude of the sea-change that has 
taken place since then, it may suffice to say that on October 1, 1993, the Food Ad 
Secunty policy paper was st111 a year and a haIf~n thefuture, not being publtshed until 
Feb 1995 Gwen that so much t~me and energy has been spent on understandtng, 
defining, reworking and malung operattonal the concepts of Food Secunty since then, 
(both for those in BHR/FFP and In the Cooperating Sponsors), tt IS hard to recall back to 
the days of the MYOPs before a Food Security policy exlsted It is not necessary to 
belabor the point to the audience of this evaluat~on Title I1 usage has undergone a 
profound reorganizatton withn the ltfe of the ISG So profound have been the changes 
that, in some respects, it is remarkable that the terms of the origmal ISG have remained as 
valid as when they were written 

A number of significant changes have taken place in BHWFFP's requirements since the 
publ~cation of the Food Atd Secunty Pol~cy Paper The first evolut~on was the 
promulgation of the Development Project Proposal due for FY94 In FY95, the 
nomenclature was changed to Development Assistance Proposal, P A P )  and requirements 
for subnusston were tightened In FY96, s~gnificant attention withn the DAP was 
required to address environmental issues In FY97, monetmtion guidelines were made 
more flexible (to the great satlsfactton of the Private Voluntary Organization) Also 
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modified at the time were policy guidelines on Internal Transport, Shipping and Handlmg 
(ITSH) In FY97, guidelines were updated on DAP and Prewously Approved Actwlties 
(PAA) submissions In summary, significant modifications in proposal requirements took 
place every year during the ISG penod As one internewee put it "the bar kept getting 
raised each year " Taking paragraphs one and two together, it is understandable why 
both for BHR/FFP and for SC there have been some "teethng pains" dunng grant 
implementation 

Accompanying these policy changes, there have been significant changes in BHlUFFP 
leadership and staffing during the ISG At the start of the period, Mr Robert Kramer 
was Director of FFP Mr Kramer left FFP mid-way through FY 95 (as w1I be seen, to go 
to SC ) He was replaced in FY96 by Mr William Jocelyn Mr Jocelyn left m FY97, to be 
replaced by Mr Thomas Oliver who remsuns in the chair at ths  writing At operational 
levels, Mr Jaime Correa left FFP in FY95 after many years, to be replaced by Ms Janet 
Paz-Castillo Ms Paz Castillo worked at FFP until FY 97, and has not yet been replaced 
Thus, while some stability has been prowded to BHlUFFP In the persons of Ms Jeame 
Markunas and Mr Tim Lavelle, both of whom have been on the ground for the life of the 
ISG, there has been, nevertheless, considerable staff movement wthin the bureau Such 
personnel movement, probably inevltable in large institutions, indisputably slows the pace 
of activities as incoming people have learnlng curves, and new relationshlps have to be 
created to replace old ones This movement of personnel within AID has had parallels In 
SC 

5.2 Save the Children Federation 

Early in FY94, a new SC president was recruited, Dr Charles MacCormack One of his 
first initiatives was to set In motion a process which would result in a Ten Year 
Reorganization Plan in which Humanitanan Assistance and Food Secunty figure 
prominently Shortly after his amval, SC landed the biggest single grant of its history, a 
$75 million grant for disaster rellef in the Caucasus, to be followed up a year later with 
another grant to work in the Newly Independent States, to be followed up a year later by 
SC's winrung a significant grant in Tajikistan These mlddle two events had significant 
effects on the implementation of the ISG 

In FY96, the Ten Year Plan was followed up with a three year plan In whch SC's 
President adopted a strategy of "devolution", to be discussed later in the report Other 
structural changes were implemented to be discussed in depth in a separate sectlon 

At the Associate Vice President (AVP) level, Mr Rudolph von Bernuth was the SC AVP 
for Humanitarian Response at the start of the grant He left SC at the close of FY95, two 
years later For eight months, SC was unable to fill his posrtion In May, FY96, Mr 
Robert Kramer came to SC, having left AlD Washington Mr Kramer filled the AVP 
position till the close of FY97 Mr von Bernuth returned to SC to re-occupy the position 
he had vacated two years earlier As one interviewee said "we suffered two changes of 



Vlce President, either one was fine, but changes are bad " Clearly the implementation of 
the ISG suffered from ths  rapld turnover of leadershp 

5.3 SC Institutional Support Grant Implementation 

SC's staffing of the ISG was also problematic for a significant portion of the grant penod 
Three months into the grant, Ms Nora Bazzy who had written the ISG proposal and who 
was the Director of CADER, was assigned major responsibility for the huge Caucasus 
grant, her time charged to ISG affairs dropped to 25% almost from the start This 
situatlon continued for the next 18 months, creating a vacuum of effective operational 
leadership for the first two years of the grant Her successor, Ms Lauren Lands was 
hued late m FY 95 by Mr von Bernuth, three months before his departure SC's inability 
to fill the AVP positlon left the Dlrector of CADER in the untenable position of (1) 
having to act as Acting Vice President, (2) assume full responsibil~t~es as Director of 
CADER, (3) and be based in Washngton but required to hlfill numerous adrmmstratlve 
hnctions in Westport (4) Most difficult, she was unfarmhar with SC's internal workings 
and all but unknown m the organlzatlon By the start of FY96, it was clear that the ISG 
had been seriously affected by such staff movements Wlth the arnval of a new AVP and 
h s  settlmg in May, FY96 (see below) the staff situatlon appears finally to have gotten 
back on track 

Project events have been well documented in the Quarterly Reports and will not be 
repeated here The reader 1s referred to those reports for a more detailed narrative of the 
project's evolution or to the attached matnx (Appendix G )  

In the opimon of the evaluators, key project mlestones are 

Approval of the Angola Transitional Actlwtles Proposal (TAP) 
Approval of the Mozambique DAP (the first new project) 
The Johannesburg Workshop @uttmg Food Secunty on the SC map) 
Approval of the Nicaragua DAP 
Expenditures in lme wlth annual plans for the first trme 
firing and placing of the Food Secunty Advisor rn Johannesburg 
firing and placmg the Food Secunty Pollcy Advlsor In Washngton 
Return of Rudy von Bernuth to the AVP positlon 
Approval of the Eth~opla DAP 
Submission of Guatemala DAP (quallty Improvement reported by AID) 

5.4 Conclusion 

The ISG has run ~ t s  course m a tlme of unprecedented changes In the donor envlronrnent 
and a time of major reorganization and rethinlung in SC The project suffered for some 
time from unplanned and unfavorable personnel changes Nevertheless, at ths  time the 
project has acheved all principle outputs The quallty of that achievement will be the 
subject of a subsequent chapter 



6.0 EVALUATION FINDINGS BY ISG OBJECTIVES 

6.1 Institutional Development & Food Security Programming 

In organizational development I~terature, there are five elements whch are frequently 
analyzed leadership, organizational structure, staff, business processes and new product 
development Gwen that the purpose of the Institutional Support Grant is to strengthen 
Save the Children's orgamzational capacity (to program T~tle 11 resources), ths  sectlon 
will be organized thematically around those organizational development categones 

LeadershipNision, Values and Mssion 

The first key element in organizat~onaV institutional development is leadership, and the 
concepts that flow from leadership Vision, Values, and Mission 

In order to assess the impact of the ISG on SC's senior management, the evaluation team 
held hour-long meetmgs wth a number of SC's executive leadershp, the President, 
Charles MacCormack, the Vice Presldent of International Programmmg, Gary Shaye, the 
Vice President of Finance, Helene Sullivan, the Associate Vice President for Humamtanan 
Assstance, Rudy von Bernuth, and the Associate V~ce President for International 
Operations, Chsttne Braun In add~tlon, the team revlewed SC's ten year plan and a 
senes of documents prepared by the Drvlsron of Humamtanan Response md-way through 
the grant penod, ~ncludlng Dlvlsron Value, Goals, and Strategic Objectwe Statements 

As a result of an orgamzational cris~s in the 1990s as senous as any rn SC's slxty year 
history, Charles MacCormack was hred as Presldent One of h s  first slgmficant steps was 
the formulation of a Ten Year Plan, tltled Toward the Chrldren 's Century, a document the 
evaluators judge coherent and cogent That plan is divided mto three penods '93 to '96, 
"Buildmg the Base", '97 to '99, "Qual~ty and Impact", and '00 to '03, "Global Impact " 
(SC is rmd-way through the second, the "Quallty and Impact" stage ) The Ten Year Plan 
and the ISG were in the wnte-up stage at the same tlme and build on one another The 
importance of the plan to the ISG IS the prominence that Food Secunty is awarded In the 
document, SC identifies humamtanan response as one of its four sectoral strategies, of 
equal programmatic "stature" as SC's three tradlt~onal program areas economc 
opportumtles, education and health The inclusion of food security w thn  the context of a 
Ten Year Plan IS, thus, an essential first step In turning SC into an effic~ent Tltle I1 
Cooperating Sponsor 

Dr MacCormack was art~culate during the evaluation interview how the ISG IS 

contributing as the Ten Year Plan splns itself out He expressed the opiruon that 
"humarutanan assistance has become the flagship of large-scale sustainable change for 
children" and that "SC cannot acheve ~ t s  Misslon without it " He pointed out that in the 
1980s, food security lagged behmd in importance to SC whlch was focused on small-scale, 
long-term relationstups with a (relatively few) number of developing communities and 
engaged In somewhat "stovepipe", (i e not well integrated) programs Large-scale 



humamtanan responses and the concept of food security wthin such responses have 
broadened SC's vision of its role in the development process, and made SC a better 
orgarmation Dr MacCormack was also emphatic on the importance of the ISG to the 
evolution of his organization, citing that the vast majority of SC's donations are tied to 
child sponsorship and/or particular country programs Donations to build orgamzatlon 
capacity are very hard to generate, most SC donors "giving from the heart," rather than a 
"fiom the head" with an intellectual understanding which would recogmze the importance 
of organizational strengthemng Thus, he said, ISG dollar resources, seermngly small 
compared to the $125 nullion-plus of SC's Balance Sheet, in fact are "golden dollars" 
whch allow SC to increase its orgaruzational capacity to better respond to future large- 
scale cnses 

In separate interviews, Vice Presidents Gary Shaye and Helene Sullivan echoed the same 
thoughts Food programming has become "another important program component" and 
"completely institutionalized" in the SC portfolio, thereby "broadening SC's Mmion " 
There is a "new openness" in SC to food and emergency programng, brought about in 
large measure by the financing of the ISG Since the Ethiopia famine of the late 1 %Os, 
SC has grown in the recognition that its traditional programming stance was not adequate 
to meet the demands of complex, large-scale emergencies and SC has been scaling up its 
food response mecharusms ever since Five years or so ago, food programming was seen 
as an add-on and largely ignored by field staff, now it is seen as an "essential" part of the 
SC program response, and field staff are mit~ating request for food-assisted programs 
The ISG has allowed SC to make Food Secunty "part of rts core strategy " 

In organizational leadership terms, two gains have been won dunng the life of the ISG At 
the political and advocacy level, Dr MacCormack was named to participate in the World 
Food Surnmt, a participatton which would have been hghly unlikely in SC's exclusively 
C-BIRD (comrnumty development) days Ths invitation is a reflection of the expanded 
role SC has assumed in food and d~saster response activities Second, SC's President has 
aggressively and successfully created a disaster emergency hnd to enable the orgamzation 
to respond to rapid-onset disasters in innovative and accelerated fashon With a quarter- 
million dollar grant fiom the Mellon Foundation matched by donations spear-headed by 
the Chairman of the Board, SC has created the Halaby Fund, a $500,000 set-aside with 
special access rules to prowde field stafF with emergency financing in acute or emerging 
disasters In this way, organization policy has been followed up with financial resource 
comtment  as a direct outcome of ISG support Most recently, Dr MacCormack has 
been named by Bnan Atwood to the Food Secunty Adv~sory C o m t t e e ,  malung SC one 
of the three international PVOs to participate 

At the operations level two gains ment highlighting The first is that SC's Programs 
Handbook has recently been modified to include Food Secunty and food prograrnrmng as 



an integral part of overseas operations In llke fashon, a Food Secunty module IS 

presented to all newly inducted staff along wth other sectoral presentatlons2 
Second, in a Johannesburg workshop (to be discussed below), staff of the restructured 
Divlslon of Humamtarian Response created a Divisional Value Statement, Goal Statement, 
Strategic Objectives and Program Outcomes, as well as an accompanymg Actlon Plan 
Whde value, goal and strategc objectives statements have become wde-spread in the 
NGO world at the organizational level, such documents are less frequently found at 
operational and divisional levels The articulation of these documents, frequently a long, 
tortuous process, is judged as another important milestone in institutionalizing the DHR in 

SC 

Organizational Structure 

The "Timeline" section alludes to a number of changes in the structure of SC and that the 
ISG has played a role in shaping these changes at the organizational level Three themes 
will be linked the creation of a cadre of Associate Vlce Presidents, streamlined decision- 
malung and the pursuit of large-scale grants Also to be discussed are the enhancement of 
representation wa the Washngton, D C ofice, evolution of the DHR structure, and 
perceptions from the rest of SC on how DHR fits into SC as a whole 

Management development literature suggests that the relationship of supervisor to 
supenisee should never exceed five or six Until fairly recently the V~ce President of 
International Programs camed a supervrsee load of perhaps double that two assistant w e  
presidents, four sector coordinators, three area directors, and numerous other d~rect- 
report staff' Recently, ths  structure has been strearnlmed, the International Program VP 
now has only three director reports, the Associate VPs of DHR, of Development 
Programs and of International Operations Ths 1s a more manageable, appropnate 
supervisory work-load and is judged by the evaluators as a clear improvement In 
orgaruzational structure 

The ISG has been important in thls evolution Just prior to the start of the ISG, the 
Associate VP of the then Commodity Assisted Development and Emergency Response 
unit (CADER) had been instrumental in SC's being awarded a $75 million dollar grant for 
the Caucasus, the largest grant in SC's h~story It 1s widely recogruzed in SC that ths  fact 
gave the umt he headed enhanced organizational "legitimacy " At the same tlme, the 
organization learned that streamlined decision-making was important, that ~t was no longer 
feasible for the serzlor Vlce President of Internattonal Programs to be ~nvolved in the day- 
to-day negotiations of programs of such magnitude ISG support of large-scale 
programs in Mozambique, Angola and Ethiopia have reinforced that concept 

In a recent SC staff work training week, Food Security was allocated an entire 
afternoon, whle other programmlng sectors had less time to make thelr presentations 



Beyond that, SIX months ago the posltlon of Associate Vlce Pres~dent of Development (m 
essence, large scale grant-making) was created, more recently, the pos~tion of Assoc~ate 
Vlce President of Internat~onal Operations was created Both these positions are 
outgrowths and mod~fications to the orgaruzat~onal structure whch evolved fiom the ISG 
expenence as well as appropriate "orgaruzational learning" In the Peter Senge sense The 
ET IS comfortable in asserting that nerther of these posltlons would have evolved as they 
have, were ~t not for the Influence of the ISG Thus, in add~t~on to the establlshrnent of a 
more efficient and streamlined reporting relations to the seruor VP, a "modeling" of an 
admnistrative structure capable of aggressively pursuing add~t~onal large-scale grants has 
also evolved out of the ISG expenence 

Document review indicates that the SC office in Washington received a significant i f i s ~ o n  
of new staff during the ISG penod H~storically, SC has thought of itself as a "Westport- 
based" NGO, as long as the princ~ple prograrnmatlc focus remamed child sponsorshp th s  
was not lnappropnate W~th the onset of complex emergencies, the need for effectlve 
liaison with relief-oriented NGOs In the planning and adrmmstrat~on of mu1t1-millton dollar 
programs, and the need for daily or weekly contact with U S government refbgee and 
relief officers, especially Tltle I1 staff, SC's head office bemg In Connect~cut was a 
dlsadvantage The President of SC recognized thls as a s~gmficant mstitut~onal constrarnt 
and pushed for s~gmficant staffing up of a Washington office In fact, the newly created 
pos~t~on of AVP-Development IS based out of the Washngton office, thereby emphasizing 
the ~mportance to SC of ths  new level of representat~on 

W l e  these developments may seem unrelated, in an orgaruzatlonal development sense 
they mdicate that SC has grown s~gnrficantly tn the sophstlcatlon of ~ t s  organ~zat~onal 
structure during the ISG penod The evaluators postulate that the ISG has had a large 
part In fostenng a more effiaent orgaruzatlonal structure and a more versatde sense of 
orgaruzational self 

Regardmg the relatlonshp of the CADERf'DHR rnlernal to SC, dunng FY94, food 
assistance actlv~ties, till then part of Program Development, were transferred to Program 
Operat~ons, and CADER responslbllltles for techrucal assistance and food proposal 
development were enhanced, a more operational role than previously In June, 1996, the 
CADER unit was phased out and the Divlsron of Humanitarian Response was created 
The Division was originally structured mto two, a Humarutarian Ass~stance unit and a 
Transit~ons Initiative urut The former un~t continues as the pnnc~ple benefic~ary of the 
ISG whtle the latter unit has since been merged Into the NIS & Europe urut (and slnce 
transferred back to Program Development ) 

A focus group was conducted of non-food unlt staff at SC Headquarters during the 
interview week in which perceptions of the role of the DHR were explored In general, 
the consensus is that DHR has evolved over the years Into a fully perfomung sector of the 

3 Dunng the interview, he speculated that m ten years, there may well be more SC staff 
based In Washngton than In Westport 



orgamtion, for some, "it is just another piece of the orgaruzation " For many, DHR has 
brought with it considerable external benefits Focus group participants expressed an 
appreciation of the Mellon/Halaby grant in the life of the orgamzation, they value the 
sensitization that had taken place wthn SC to the land rmnes Issue, In part due to the 
Angola program, and are proud of SC's becoming part of the lobbyng group to rat@ the 
Global Landmines Treaty They note the growing linkages between sector staff(hea1th 
and education espec~ally) and the articulation of the concept of "going to scale", a new 
programmatic concept They value SC's role in Caucasus grant whtch has taken food a ~ d  
from purely short-term relief to long term development in that area Internally, they credit 
the DHR for bringmg strong finance and management skills to the organization The 
Finance Department staff actually reporting improvement in systems because of the extra 
scrutiny and oversight that Title I1 programs bring wth them All of these Issues are ISG- 
related 

The issue of field staff "resistance" to food programng has been of concern to AID, as 
noted in the mid-term evaluation and other documents In this regard, ~t is important to 
underline the "sea change" that the comments above represent Numerous informants 
contrasted the situation "two or three years ago" wth the current one Areas of notable 
improvement were many in terms of sector integration, staffwllingness and receptiwty 
to expanding SC's role, enhanced professionalism, bndge-building between sectors and 
opportunities to cross-share, less orgaruzat~onal "nsk aversion", major donor interest in 
large-scale programng, improved personnel policies, ~mproved accounting systems, 
improved communication systems, etc Throughout the organization, there is a 
widespread recognition that DHR has brought numerous long-term and short-term 
improvements Wule it is ltkely that there are pockets of staff still resistant to SC's 
continued use of the Tltle I1 resource, the evaluators conclude that such people no longer 
represent the consensus of the organ~zatlon, whlch now views food use as an important 
and innovatton-inducing resource 

As discussed in the "Timeline" sectlon, the ISG penod has seen a number of changes in 
SC personnel, those changes will be analyzed in more detail in this sectlon and d~scussed 
at the Associate Vice President level, the DHR D~rector and Deputy Director level, the 
techmcal advlsor level and field staff level 

Although the position of Associate Vtce President for the Diwslon of Humanitanan 
Response 1s not ISG funded, it IS clear that Division effectiveness is strongly influenced by 
its AVP The posit~on of AVP of CADERDHR suffered two changes during the ISG, 
both of which had significant impact on the grant At the time of the signing of the 
cooperative agreement, the incumbent AVP was an experienced food programmer with 
decades-long experience in field operations and disaster management This individual left 
to take an international position in September, 1995, two years into the grant The AVP 
positlon was vacant for eight months, a critical loss in terms of representation of food 
programming concerns to SC executives In May, 1996, a new AVP was appointed 



Narrated earlier, it was judged that this individual would best be based in Washington, In 
part to better interface with the Uruted States Government on Issues of Tltle Il Ths 
gentleman brought wth him considerable experience with the inner workings of AID and a 
new energy to art~culate a DHR wsion, however, since he had recently held a seruor 
positlon wth T~tle 11, the Federal law whch governs "revolving door" relat~onshps 
prohbited hm from having any contact wth the Tltle I1 officials, (his ex-subordinates ) 
While SC semor leadership may have recognized some of the risks inherent in this 
arrangement, it is clear in hindsight that the ISG suffered a serious set-back ISG 
representation vis-a-vis SC senior executives was hampered by having the individual 
posted in Washington At the same time, having him prohbited from interacting with h s  
princ~pal USG counterparts was also a body-blow to h s  Washngton effectiveness 
Essentially, this resulted in the ISG having weakened presence in senior SC decision- 
malung and no senior representat~on to AID presence for two years In September, 1997, 
the original AVP returned to SC and, as before, is based in Westport Whde subordinate 
staff likely did all in their power in "Actmg" capac~t~es, ~t is indisputable that grant 
administrat~on was hampered by these changes in ISG leadership 

Onginal grant documentation called for five full-time positrons the Director, two Deputy 
Directors, one senior admrustrative assistant and one admrustrat~ve assistant Airnost 
from the very begmning of the grant however, the position of the Director was scaled 
back Because of the large financmg and a greatly increased workload of the Caucasus 
grant, the Director of CADER was assigned respons~b~lity for the Caucasus operation, 
thereby leaving vacant (or at least severely under-represented) the CADER Directorsh~p 
Even in the first Quarterly Report, the D~rector's time had been scaled back to 75% By 
October 15th 1994, a year later, SC was reportmg only 25% of expended effort In ths  
pos~t~on In June, 1995, the incumbent was offic~ally taken off the ISG and a full-t~me 
replacement was hred 

Unfortunately, because of the absence of the AVP, the new Director spent nearly a year 
traveling between Westport fulfilling administrat~ve roles, and Washington, fulfilling 
representational roles Moreover, in the Fall of 1996, SC's President ass~gned hls 
"Children in War" initiative to the Director of DHR, confirming that in a revlsed job 
descript~on in February, 1997 The weanng of two or three such hats rarely produces 
des~red results and ths  was no exception it appears that none of the roles was fulfilled to 
complete satisfaction 

Beyond overwork at the DHR Director level, by October 15, 1994, SC was reporting to 
BHR/FFP that the two Deputy Directors had only been involved in grant act~vities 75% of 
their time, the remaining time being spent on food programming unrelated to Title II In 
essence, the umt had ne~ther full tlme executive, direction or implementat~on capaclty 
Not for notlung was there an AID perception that the ISG got off to a "really slow start " 

Document rewew seems to suggest that the personnel situation began to improve at about 
the time of the mid-term evaluat~on By September, 1996, the new AVP had been on 
board for five months and had begun to exert h ~ s  leadershp as evidenced by the carrying 



out of several key project milestones includrng the formulation and promulgation of a 
Drvision Value statement and the carrying out of the Johannesburg Food Secunty 
seminar The Director of DHR had been In place for 15 months and grant actmies and 
grant expenditures seem to have taken a turn for the better The two Deputy Directors 
were working full time on ISG activities and traveling frequently A Regional Food 
Security Techrucal Advisor, proposed in the first grant amendment request, was berng 
hued at this time A realignment of administrative support staff, also proposed in the 
grant amendment, had been accomplrshed and the ET judges that more time and better 
quality ISG paper flow seems to have begun from about this time 

The last sigmficant personnel change in the ISG was the hiring of the Food Secunty 
Analyst m June, 1997, a position whlch had been proposed m the first and second grant 
amendment requests With this individual corning on board, the capacity of the DHR to 
provide quality back-stopping and technical assistance improved dramatically 

Several field staff changes have recently taken place in the last two years which, whle not 
financed by the ISG, nevertheless reflect positr~ely on ISG goals An hour-long telephone 
intemew was conducted wth the Area Drrector for Latin America, an expenenced food 
programmer It is clear that ths  indiwdual bnngs wth her an energized and proactive 
stance regarding food programmmg possrbrlities in her Latin Amencan portfolio The 
Area Director for the Middle East was also contacted by phone and gave an insrghtfid 
analysis of the SC "learning curve" in the Lebanon phase out, as well as usehl comments 
on the need for a Near East regional workshop slmilar to the Johannesburg one The 
newly appointed Boliwa Country D~rector (not internewed by phone ) has requested 
assistance from DHR In the wnte-up of an integrated food/ pnmary education project 
Such strong field support reinforces the idea that food programrmng has come of age in 
SC 

In summary the ISG suffered a number of debilrtatrng personnel changes through the first 
half of the grant which drd not stabilize until the hhd-Term Evaluatron Srnce then, steady 
gains have been made in quality and quantity of staff time, and the ET judges that the 
DHR team is now better configured and poised to prowde an almost-full range of services 
to SC internatronal programmmg Suggestions for additronal personnel w11 be deferred 
untrl the "Recommendations" sectron 

Busrness Processes and Policres 

The focus of ths  section will be changes rn SC's business processes at the organizatronal 
level, leaving to a later section the changes in business practrces wlthin the DHR itself 

Two orgamzation-wide policies are being implemented In SC The first IS decentrahzatron 
(or ACE-IT--Accountab~hty, Comrmtment, Excellence, Innovation, and Team, as it IS 

called in SC), the second is Large Scale Strategic Opportunitres (LSSO) Both of these 
policy initiatwes have been launched by SC's Presrdent over the last two years The first 
calls for moving more responsibilrty out of Westport, some of it going to the Washngton, 



DC office as seen elsewhere in this document, some of ~t going to the field wth the 
strengthening of the Area Director management LSSO has been discussed earher, by 
notmg the creation of a Washington-based Associate Vice President charged to 
aggressively pursue large-scale grants It appears that both of these pol~cy imtiatives are, 
in part, outgrowths of the ISG expenence 

Personnel pol~cies are an area of growth, and a "work m progress " As part of SC's 
response to large-scale disasters, and the need to place field people into high risk 
situations, it became clear that SC's personnel manual needs updating War risk insurance 
became a subject which SC had never encountered before, how to enhance staff secunty 
became a concern, Issues how to pay employees in societ~es where there was no banlung 
system needed to be addressed, the need for satellite hook-ups became clear Moreover, 
the "disaster-type" employee is far different from the "development type", and SC 
recruiting and hinng has had to adjust to these new requirements The ET heard fi-om 
some that organization still has a ways to go before these issues have been resolved to full 
sat~sfaction, but it is clear that SC is being forced to change and make its personnel 
policies more flexible in order to attract, retain, and protect its staff in foodlrel~ef/disaster 
situations 

The related concept of national staff development may be worth mention Other Title I1 
cooperatlng sponsors have found an orgaruzational opportumty In promoting expenenced 
national staff into dlsaster and rellef sltuatlons From several interviewee comments, it 
appears that this IS a direct~on that SC would l~ke to move, but that ~t has done so slowly 
Spec~fically, a different pay and benefits scale for so-called Third Country Nationals was 
cited as not yet in place, and seems an area where orgamzational pollcles have not yet 
caught up to institutional need 

Use of technology is also improving Of course this IS a worldwde phenomenon, but the 
ISG's financmg of a "head office" staff(the Regional Food Secunty Advisor) based in 
Johannesburg, and this individual's report of good support, supervision and 
cornmumcation fiom his Washington-based supemsor IS a clear ind~catton of the growng 
sophistication of internal communlcatlon in SC Naturally, improved electromc 
communication will also be required as the role and importance of the Washngton office 
expands SC is experimentmg w~th new relationships and new commumcation, partly in 
response to the needs of ISG/DHR 

Internal communication appears to be an area of opportunity Several different sets of 
interviewees ind~cated that one of the weaknesses of DHR, brought about in part because 
line staff are not based in Westport, was in keeping the rest of the organization informed 
about major imtlatives Because the health, education and micro-enterprise sectors largely 
sit slde-by-side m Westport, each knows the major irutiatives of the other Also there is an 
interface, a give and take, that occurs between these sectors, one learrung and growng 
from the other Within DHR, this happens to a lesser extent, and there were observations 
fiom both non-food field and headquarters staff that "more integration 1s desirable" and 
"we need more information from DHR, and more visits " 



Product Development 

The last subject to be discussed bnefly In this sectlon is product development, or (less 
torturously in the case of an internatronal NGO), new project development 

Regarding ISG support for new programming, reference is made to other sectlons of thls 
document which discuss successfbl development of the four projects called for in the ISG 
in Mozambique, Angola, Ethiopia and Nicaragua Each expenence IS uruque in its own 
way, and clearly shows the broad range of technical and back-stopping support provided 
to field staff by the ISG Total volume of financing managed during the life of the ISG has 
been approximately 56,800 MTs and approximately $32 8 mdlion in program costs 

An additional DAP for Guatemala, beyond that called for in the ISG, has been prepared 
and is under AIDN review The volume of that request is approximately 36,000 MTs 
and $1 1 7 million dollars There is also current actlwty to develop a concept paper for 
Bollvia 

Grant documentation also indicates that ISG-supported staffpartrcipated in the 
development of proposals whch dld not go forward Probes were sent to Halti, Burluna 
Faso, Rwanda, Ethiopia (AFAR project) and Ivory Coasthberia These activities dld not 
go forward for idiosyncratic reasons and there does not appear to be an over-archng 
leamng to be take fiom them, other than the comment fiom one DHR staff that "we have 
to do better pre-probe research, before we commlt to a full-scale DAP wnte-up " 

Conclusion 

The first goal called for in the Cooperat~ve Agreement was "to inst~tutionalize and 
strengthen developmental and relref Title I1 programming " A companson between the 
onginal ISG Logical Framework Matnx (Appendix F) and the precedrng narrative shows 
clearly that this objective has been achleved 

The ISG has contributed in a meanmghl way to SC's Presrdent being able to 
institutionalize Food Security as one of SC's core values lncludlng it prominently In the 
Ten Year Plan, effectively selling to VPs, AVPs and operat~onal levels the importance of 
food programming in SC's pursuit of its Mission, creating and hndlng a disaster response 
fund, and assuming new, more visible advocacy roles in the internatlonal food pol~cy 
arena 

SC's orgamzational structure has grown more agile and sophisticated as an outcome of 
ISG support Lines of authority have been made more manageable, a cadre of Associate 
Vlce Presidents has been created to accelerate decision making and to search aggressively 
for large new program support, the Washington office has been sigmficantly strengthened, 
along with the idea of enhanced "outreach" to USG authontles, overseas program and 
operations manual now include a section on food programming 



Organizational busmess practices have been influenced by ISG-supported events 
Currents of decentralization and the pursult of large-scale strategic opporturut~es, in part, 
grow out of successfbl DHR "modelmg", national and International personnel pol~cles are 
bemg updated to make them more responsive to dlsaster and emergency field condlt~ons, 
innovative use of technology is betng fostered 

For a significant period of the grant, the D~vision of Humanitarian Response suffered fiom 
relatively hgh staff turnover in key positions, but this situat~on has been resolved and the 
ISG has recovered ~ t s  momentum V~sion, Values and Mission statements have been 
hammered out, well qualified techrucal staff have been recru~ted, administrative 
responsibilit~es have been real~gned and are finct~oning to satisfaction Internal 
communications can easily be improved upon In essence, DHR seems poised to embark 
on a period of aggressive portfolio growth, with most major elements in place 

Fmally, "resistance" on the part of some field staff to food prograrnmng has largely been 
overcome, and the consensus through many parts of the orgaruzat~on IS that food 
programrmng has become an essent~al part of SC's mandate to create lasting and posltive 
change In the lives of chtldren 

6.2 Improvements and Innovative Designs 

The questlon whether the ISG Improved SC's capacity to use PL 480 fbnds and create 
mnovat~ve designs for food a ~ d  programs was evaluated by assessing the grant's effect on 
the evolution of lntersectoral collaborat~on and the development of key components of 
DAPs The urut of analysis for the DAPs are (1) conceptualization of the DAPs, (2) 
lmplementat~on plans, (3) the use of the food resource, (4) mon~tonng and evaluation, and 
(5) the Input provided by DHROSG (Table 2) Conclusions about these areas were 
denved fiom several actlwt~es F~rst, the ET revlewed how SC's lnternal system was 
formulating and implementing ~deas The ET also rewewed five DAPs (Angola, 
Mozambique, Ethtop~a, Nicaragua and Guatemala) created dunng the life of the ISG 
Responses to questlonnaires sent to regional and country directors were used to detemne 
if there was an overall impact of the ISG at the country level (Appendix D) The ET also 
used its on-site revlew in N~caragua to determme what specific support the ISG has 
prowded to that project Together these activltles pemtted an evaluat~on of how the ISG 
has meet tts objective of ~mprowng and developmg lnnovatlve deslgns for the use of PL 
480 fbnds 

SC's System Inteprat~on 

I n t e ~ e w s  conducted with the D~rector of Health and the Dlrector of Econormc 
Opportuntt~es, and also with stafffiom the Education Unit prowded informatron on how 
the ISG has affected the integration of food aid w i t h  SC's Department of International 
Programs At the start of the ISG, there was little integration, or for that matter, limited 



thought on how to use food aid wthin SC Furthermore, this separatron of food ald 
projects from the other units continued at least until the Johannesburg Conference In FY 
96, as it was perceived as a stand alone resource After Johannesburg, food a d  started to 
be seen as a resource rather than just food being dumped into countnes The reallzatlon 
that food had additional value, first primarily for its economc value wth monetization, 
but later as a resource of itself, strengthened the potentla1 for integration wth other 
actlvittes that could impact food secunty 

One of the major successes of the ISG has been to heighten the awareness of how food aid 
can be used in a variety of settings The evolutionary change that occurred during ths  
ISG is how SC Units and SC's Regional and Country Directors have started to think how 
food aid can be used within programs Previously DHR had to initlate requests to SC 
Units and field offices for their involvement, where now these units and field offices 
approach DHR to develop and Implement new DAPs It is clear that SC Units and field 
offices now want to use food aid to Increase and Integrate their act~vltles wth programs 
that can more easily go to scale 

The bulk of expertise how to use food aid In the design of ~movative and successful 
programs is based within DHR However, there are two reglonal staff members, one 
funded by the ISG (Ron Shaw in South Afnca) and the Latin Arnencan Reg~onal Director, 
who also have extensive experience wth food ald In thls regard ~t is Important that the 
heightened awareness and Increased knowledge gamed by local field offices at the 
Johannesburg Conference contrnue to grow, since local imtiatives w~ll foster innovations 
how to best match food aid programs wlth development projects 

Dunng the interview with Dr Dawd Oot, Dlrector of the Health Unit, ~t was emphasized 
that there has been a push to Integrate health and nutntlon outcome measures in PL 480 
projects It was also stated that the Health Unlt was aware how food could be used as a 
resource and how ~t could provlde an array of strategic plans for targeting subpopulations 
As a result of this interest, the Health Unlt is now worlung wth DHR from the outset In 
developing DAPs to strengthen the deslgn of child sumval and health related 
interventions This increased interaction between the Health Unlt and DHR was espec~ally 
ewdent for the Ethiopia DAP and the recent Guatemala DAP However, the evaluation 
team judges these Initiatives still tend to work more In parallel wlth each other rather than 
food distribution becoming a filly integrated part of health imtiat~ves Sirmlarly, Increased 
jolnt activity on DAP preparation and jolnt thinking on resource needs have also glven the 
Health Umt and DHR the realization that nutritional issues m the design and measurement 
of outcomes need to be coordinated between the two umts, both have stated that 
resources need to be jolntly ident~fied so this can happen 

Dunng h s  interview, Mark Eldon-Ed~ngton, the Director of the Economic Opportunity 
Unit, expressed the opinion that there was great interest in the monetization of food to 
help finance microcredit programs Thls has been proposed as part of the Guatemala 
DAP and is part of a concept paper for Bolivla It is also a goal of the Economc 
Opportunity Unit to determine how efforts for microcredlt programs could become large 



scale programs using monetized food or other new uses of food-as-food that have not yet 
been Identified This idea expands the potential to use food wthin the micro-enterpnse 
context whle recogruzing that the dec~sion to use either food-as-food in new innovatwe 
ways or to monetize food depends on the state of food security w~thn  a reglon or country 

SC's Education Unit and DHR have begun to thmk about how to optimize T~tle I1 food 
aid to Improve education The Importance of this outcome IS that in the past (prior to the 
Johannesburg Conference) the Education Unit was reported to have been less enthusiastic 
about coordinating with Title I1 projects, in part due to having seen food aid only in the 
context of school feeding In the opimon of the ET, it may also have been due to havlng 
the Educat~on Director and program staff based in Westport, while the D~rectors of Health 
and Economc Opportunity are based in Washington DC where the DHR Director also 
sits It was clear through conversations with Education Umt staff and documents 
reviewed wthin SC that there has been an expansion of thought on how to Integrate food 
aid wth educat~on programs 

The Education Umt has now become mterested in mcludmg food aid as part of their 
agenda, stating that "hungry children are not able to learn as well as well-fed chddren So 
~t is important to feed children in school if they cannot be fed at home In areas where 
school attendance IS low (especially for g~rls), food has the ability to act as an incentlve to 
draw chddren Into classrooms " Obviously, improvements in health and nutntional status 
are also possible The Education Unit has also imtiated mult~sectoral thinking about 
l~nlung food a ~ d  with educat~onal objectives such as ~mproved teacher traimng, cumculum 
development, and parent involvement (w~th the ultimate goal of healther and smarter 
chldren) The Education Umt IS actwely mvolved In the development of a concept to 
participate in food aid programs in Bolivta that wII include an educat~on component 

Overall, the concept of integration and the changmg paradigm for using food a ~ d  across 
sectors are prowding a nch resource for the creat~on of ~nnovat~ve des~gns Each of the 
umts In the SC's Department of International Programs are participating in two-way 
communications wth DHR However, there now needs to be an increase In 
commumcation across units A "food secunty workmg group" is needed that will 
amalgamate ideas that are being generated from each unit 

Conceptualizat~on of the DAPs 

Several common themes have developed in the four approved DAPs and the Guatemala 
DAP proposal The conceptualization of these DAPs has included ( I )  using food a ~ d  to 
transltlon emergency programs to development programs, (2) the use of mult~sectoral 
interventions with multiple uses of food aid, and (3) a strong link to both agricultural and 
health outcomes W~tlun each of these themes, the ISG has supported the development of 
more sophsticated approaches Incorporating microcredit programs wth T~tle I1 in the 
Guatemala proposal is a firther innovation in the conceptualization of how to use Title I1 
resources 



Using Title I1 to transition fiom providrng food for emergency rellef to using rt for 
development was present in Angola, Mozambique, Ethiopia and to a lesser extent in the 
Guatemala DAP Timelines are clearly presented for each of these countries on how to 
transition In Angola and Ethiop~a where SC has had a long standrng presence, these 
timelmes have been defined as to when food for relief will stop and food as part of 
development programs will start In Mozambique the conceptualization of the transrtlon 
was less defined and d l  draw upon SC's experience using the "Pos~tive Dewance" model 
to identi9 at nsk families who need food relief for short term penods and until locally 
derived development strategies are developed and implemented It is noteworthy that in 
the most recently hnded DAP (Ethiopia), multisectoral objectives include improved 
household health and nutrition status, sustainable household income, and comrnuruty 
development Furthermore in Ethopia, the input from potentral partxipants has allowed 
for integrating traditional practices lnto project implementation For example, the budding 
of community sawngs as part of FFW and CFW programs is an actrve way to dtrectly link 
tltle I1 to community development 

The DHR has been expanding its interaction wth USAlD projects such as LINKAGES in 
the design of entry and exit criteria for participation programs that are providing food to 
families The use of health indicators in Nicaragua and defimng clear exlt cntena allow 
famlres to identlfy food distnbution as a health program rather than a "welfare" program 
However, these criteria, at least in the case of Nicaragua, have locked In a pollcy that has 
thwarted innovation of local Importance 

Multisectoral interventions are planned rn several DAPs In Angola, the project began 
working In five separate sectors (landmlne removal, creating permanent resettlement areas, 
increasing product~wty actiwties, rehabilrtating baslc infrastructure and re-establishment of 
basrc health services) Mozambique is focusmg on improwng infrastructure by 
reestablishing farm-to-market transportation systems, increasmg agricultural technology 
and increasing health care knowledge and health care systems The use of multisectoral 
inputs for pastoralists in Ethiopia has also been comb~ned wrth more sophstrcated 
targeting In each program, multiple sectors are bemg targeted to establrsh development 
programs and to reduce potentla1 dependency on food by targeted populat~on However, 
as w~th the Health Sector, these mult~sectoral interventrons that use food tend to be more 
parallel with each other than integrated lnto a slngle package 

Another emerging area in the conceptualizatron of the DAPs IS the awareness of the need 
to pilot new strategies before going to scale In Ethopra, the reclamat~on of ponds wll 
be Imted until success can be shown SC has also identified the need to compare the 
impact of various combinat~on of inputs on project goals Ths has been proposed for 
Nicaragua, Mozambique, and Ethiopia The long-term outcome of such studies will 
increase the experience and expertise that DHR has to offer In hture projects and to the 
international food aid community 

There has clearly been an evolut~on in the development of DAPs over the past two years 
Time and expenence have produced lnnovatlve components of DAPs and a more targeted 



ways to use food resources For example, the two most recent DAPs are now 
incorporatmg positive deviance and mcrocredit programs 

What is not readily known is how integrated these mult~sectoral interventions are in the 
field For example, during the field vwt to Nicaragua, each multisectoral lntervent~on was 
being conducted, but mtegration could have been strengthened Specifically, the ET 
observed that there were mother-to-mother groups act~vely d~scussing health educat~on 
issues and growth monitoring was occumng along with EPI activities, wtarmn A 
supplementation and food distribut~on However, in spite of high levels of activity, usually 
there were not more than two of these activities occurring at any one time in a single 
location, thus forcing women to attend multiple sessions at mult~ple locations to fully 
participate in the program However, ~t must also be noted that the lack of "one stop 
shopping for services" was often due to more complicated scheduling and resource issues 
that involved the Mimstry of Health and other collaborating orgamzatlons 

In summary, the SC headquarters staff, supported by the ISG, has provided the wslon on 
how to move away from dependency and now needs to move toward demonstrating that 
multiple inputs are actually bemg coordinated Evaluations also need to detemune what 
are the best combination of inputs to specific needs as not all farml~es need the same types 
and amount of inputs The level of analytical shll to conduct this type of evaluation 
requires expertise that is currently not readdy avalable at SC 

Implementation Plans 

Implementat~on plans in the DAPs have improved s~gnificantly In latter submissions, 
especially for Ethlopia and Guatemala There is more coordinat~on ~dent~fied in these 
programs These projects have been especially cogmzant of developing staff capacity and 
build~ng local support to foster sustainabil~ty They include training a large number of 
agricultural, health and nutrition workers to build local human cap~tal SC has also 
included short term and long term benchmarks looking toward improved health and 
nutnt~onal status, wth the expectation that they w11 be measured at identified time points 
One example is Angola where famlhes know that the transition from emergency relief to 
development will occur dunng a one year period, where development packages of tools, 
seeds and food are available until the harvest at whlch tlme they are expected to have budt 
up thew own resources, and save seeds for the next crop 

Implementation plans have also lncluded schedules for how mult~ple inputs wll be 
simultaneously delivered, in the case of Angola, Mozamb~que and Ethopia In Ethiopia 
the projects will start on a small scale and slowly expand Potentially the most 
compl~cated implementation plan is proposed for Guatemala Thls DAP is using a new 
workmg model, and proposes more mteragency collaboration and merging new inputs 
(microcredit) into a single DAP Gwen that this is the most recent D M ,  it illustrates that 
SC is now able to implement more mnovative approaches to improve food security 

The Use of Food as a Resource 



The shfi w i t h  SC to use food as a resource is the most significant step that has led SC to 
deslgn more innovative programs In Angola, using food as a bndge until famlles could 
sustain their own crop production was an essential step that has ensured the mssion of SC 
not to create dependency on food Although food remains as part of the emergency rellef 
package, the projected showed that food could be used m a lirmted way to foster 
development until harvest time It also showed that food could help prowded a way to 
build infrastructure Monetizat~on of food has moved fiom prowding hard currency for 
general project expenses to targeting est~mated amounts for the purchase of specific 
equipment 

Innovative uses of food have grown since the first monetizations of food SC's early 
resistance to food aid has actually caused it to be innovative and not insist that food has to 
be used in overly limited ways SC also has learned how to use food in multlple ways 
within single programs and that FFW, CFW and food-as-food can all be used together 
Use of food to target the highest risk children has been especially helpfbl wth commumty 
development and for children who need to attend rehabilltation centers One of the most 
remarkable use of food is part of the Ethiopla DAP where food is monetized to purchase 
local food in food rich areas and then incorporated into FFW programs in less food secure 
areas withn Ethopia 

Food IS also being used as resource to help create community orgaruzation DHR has 
prowded local programs the expertise to identify who could be valuable partners in the use 
of food The array of partners within and between countnes 1s now growng Wlthln 
country, such agencies are women's groups, farm cooperatwes, and are governmental 
missions, internat~onal agencies and NGOs Thls is the focus in Nicaragua and also in 
Guatemala During the Nicaragua site vlsit, the enthusiasm seen in the Mother-to-Mother 
groups was augmented by the food program Although the ratlon 1s small ~t helps to keep 
women and families lnvolved in the process 

With the many innovations for uslng food, ~t is now necessary for SC to increase thelr 
local capacity It is important that SC have staff who can deterrmne how to efficiently 
prowde food in their local site SC also needs to build reglonal capacity to have staff who 
can conduct food security assessments and identify ways to use food in sltes where SC 1s 
not currently located, but have populations that could benefit fiom ~nnovat~ve uses of food 
aid 

Momtoring and Evaluation 

The ISG has modestly increased SC's capacity for monitoring and evaluation of projects 
However, improvements and innovation first occurred In monitonng food management 
SC's capacity has only recently increased with regards to momtonng and evaluating 
benchmarks that indicate changes in overall community development and food security 
At this time, SC's capaclty to measure changes in health and nutrition outcomes IS still 



somewhat limited since DHR needs to draw almost exclusively upon expertise w thn  the 
Health Unit which has also has separate program responsibilities 

At the start of the DAP process in 1995, expertise in momtonng and evaluation were 
pnmarily used for accountabilrty of inputs (food movement and monetization) and these 
important program components were not explic~tly part of plans to modify projects For 
example, there were fewer goals and benchmarks identified for Angola compared wth the 
other DAPs However, with the next DAP, Nicaragua, and the inclusion of a 
computerized system and a planned operation research, the DHR started to rethnk how 
momtoring and evaluation would be conducted, both in qualrtative and quantitative terms 
Nicaragua now has a much more elaborate plan to conduct ongoing momtonng Although 
the operation research is currently not a major focus, the structure is established to collect, 
analyze and report growth monitonng data to identify high risk areas and indlvldual 
farmlies to target interventions The collection of mdicators on a continual basis can now 
be used to modify and improve projects dunng the life of the DAPs 

SC is now in a posrtron to significantly add to the current knowledge of how interventions 
should be used as part of food secunty programs by using multiple mterventlons in vanous 
communities w i t h  a country In Ethopla, the use of food rehabilrtat~on programs, FFW, 
CFW, combimng FFW and CFW, and monetization of food are examples of a program 
that can help detemne what are usehl rnterventions The evaluation of ths  project will 
measure how each of these strategies affect how food gets into homes and to children, at 
least within the context of Ethiop~a's pastoral society Similarly in N~caragua, evaluating 
the addition of food into exlsttng child survlval programs compared with starting wth 
food programs will help indlcate which implementation plans work better, at least w thn  
N~caragua 

Ths growng experience in DHR headquarters 1s beglnnrng to serve as an important 
clearinghouse for transfernng lnformatlon to regronal and country directors Furthermore, 
the DHR is now supporting three techn~cal experts to assist countnes in food 
management, monet~zatron and food secunty Each of these rnd~viduals has already 
provided important techcal backstopping so appropnate mformation can be momtored 
and evaluated What is now needed IS to get some additional expertise mto the field on 
how to set up the quantitat~ve data bases for tracking changes in agricultural, nutnt~onal 
and development indrcators, through add~t~onal staff andlor trarmng sessions 

Conclusron 

SC has taken the use of food rn several new drrect~ons It has been a leader In the aid 
community with the overall efforts to monetize food and has become a more flexible 
resource SC has also successfblly focused on how to transltion food aid dunng 
emergencies to using food for development The ISG has allowed the entire SC 
organization to work together in plannmg when and how food aid can be reallocated for 
drfferent uses The newest concepts on how to regionalize food monetization is 
potentrally an important new paradlgm that will add to SCYs flexibility 



Although SC has significantly advanced ~ t s  uses of food, ~ t s  field efforts to Integrate 
parallel programs Into integrated programs may still be a step behind, many of SC's 
programs have all the pieces, they may just need to be rearranged to get maxtmal 

outcomes Similarly, 1n many cases SC currently knows what ~t wants to momtor and 
evaluate in food aid programs, and the data are being collected, ~t just does not have the 

depth and breadth of techcal expertise to keep pace with its growng number of projects 
However, overall SC's efforts to have Improved performance and more Innovatwe designs 
and interventions has increased in the past two years compared with the first two years of 

the ISG 



Table 2. Improvements and Innovations in Designs for Title I1 Programs 

Improvements 
and Innovations 

Conceptualization 
of 

Development 
Activity 

Proposals 

Implementation 
Plans 

- 

Angola 
July 1995 

Focus on 
translt~on from 
emergency to 
development 
Mult~sectoral 
mputs Create 
food producers 
Mult~ple use of 
monetized 
food 

Focus on target 
areas 
Tunelme 
developed for 
trans~tion 
Work on 
mfrastructure, 
short term food 
use and 
development of 
crop 
product~on 
Extenswe 
mteragency 
collaboration 

N~caragua 
May 1996 

Combmed wth 
Chdd S U M V ~  
W ~ ~ I I I  SAVE 
and MINSA 
Use food to 
uutiate 
comrnwty 
development 
Defined entry 
and exlt 
cntena 

Started off 
large Has 
~ncreased m 
S lze 

Compl~cated 
by operations 
research 
Strong 
coordination 
between 
agencies 

Mozambique Ethiopla 
October 1996 Ma 1997 

Incorporate Multisectoral --+- 
reglons Use of I Bottom-up 

contingency for 
Isaster prone 

Posltive 
Devlance 
model Three 
pronged 
approach 
roads, 
agnculture and 
health care 

Inputs & 
objectives 

approach 
Sophuticated 
targetmg 
scheme 
Strong 
commmty 
development 
and phase out 
plan 

I 

Sunultaneously 1 Start small, 
provlde 
mult~ple mputs 
Strong use of 
baselme 
mformation 

pilot test new 
projects Bulld 
staff capacity 

Guatemala 
January 1998 
Focus on 
transltlon from 
emergency to 
development 
Mlcrocredt 
programs for 
commuruQ 
participation 
and 
development 
Focus on 
women for 
food 
dstnbution 
Strong 
agnculture 
Build capacih 
wth local 
SAVE 
counterpart 
(All-) 
Focus on one 
region 



Table 2. Improvements and Innovations in Designs for Title I1 Programs 

Improvements 
and~nnovations 

Use of Food As A 
Resource 

Monitoring & 
Evaluation 

DHRIISG 
Input 

Angola 
July 1995 

Part of relief 
packet Ration 
equals 
emergency 
packet 
Monetlze for 
CFW 
P~Ograms, to 
purchase 
supplies and 
other operatmg 
expenses 

Pnmanl y 
accountability 
for mputs 
bemg delivered 
Fewer goals on 
emnonuc 
transition 

benchmarks 
and health and 
nutntion 
outcomes 

Food 
D~stnbution 
Backstoppmg 
Provlded By 
Headquarters 
ISG has 
provlded strong 
support of 
backstoppmg 
personnel 

Nicaragua 
May 1996 

Food used as 
food 
Currently 
requestmg 
FFW program 
to unprove 
water and 
smtation 

Computerized 
Data Base for 
Growth 
Monitoring and 
Outcome 
Evaluations 
Undefined on 
softer 
comrnuni ty 
development 
outcomes 

Food 
D~stnbut~on 
Backstopping 
Provlded By 
Headquarters 
Min~mal input 
on data base 
development, 
but growng 

Mozambique 
October 1996 
Use 
monetization 
for CFW and 
to purchase 
local foods for 
FFW 
P"%- 
Food for 
nutntlon 
rehabilitation 
Monetize food 
to purchase 
tools 

Use of baselme 
data for 
evaluat~on 
ISG and 
USAID to 
d e t e m e  
mlcators 
Compare use 
of food and 
non-food mputs 
on food 
secunty 

Backstoppmg 
on outcome 
mlcators 
Input from 
DHR on 
measuring food 
secunty 

Ethiopia 
May 1997 

Use vanous 
schemes 
Monetm for 
CFW, FFW 
and combme 
CFW and 
FFW Include 
chrect f&g 
for targeted 
women and 
chldren who 
are not able to 
partlapate m 
CFW or FFW 
Better defined 
mlcators 
Evaluate FFW, 
CFW and 
FFWICFW 
Comb~nat~on 
Better 
evaluation 
protocols 
Health 
outcomes 
strong, less on 
benchmarks for 
sustamab~lity 
Budd on m- 
country 
experience 

Provlde mput 
on mdcators, 
lrnpromg staff 
capacity and 
momtonng and 
evaluat~on 

Guatemala 
January 1998 
Monetize food 
for supplies 
and operational 
costs Put food 
m the hands of 
women to 
manage to 
target FFW 
programs and 
~ t s  delrvery to 
chldren 

Strong health 
mlcators and 
benchmarks for 
agriculture and 
commmty 
developments 

Strong mput on 
developmg 
momtonng, 
evaluation and 
reportmg 
procedures 
Backstoppmg 
techcal  
assistance on 
food 
management 



6.3 Initiation of New Title I1 Programs 

Angola 

SC/US-Angola began operations in January 1994 prowding emergency food assistance to 
more than 180,000 Internally Displaced Persons (IDPs) affected by the civil war In July 
1995, SC/US-Angola began to implement a larger project - the Agricultural Area 
Clearance Project (AACP) -- to support a more structured resettlement process for 60,000 
IDP families retumng home The project focuses on transltloning these famlles from 
emergency assistance to sustained resettlement through the following activities 

dlstributlon of seeds and tools, 
provisiorung of baslc household resettlement luts, 
rehabilitation of health posts, 
supply of essential drug hts  and basic medrcal equlpment, 
extended immunization program, 
rehabllltation of schools, rural roads and irrigation channels, and 
partlcipatlon of resettling populations in mnes action (awareness, surveys, and 
clearance) 

The current Operation Plan (FY 97-98) IS an lrutiative to fbrther strengthen and build upon 
ongoing M C P  actiwties, by creatlng vital conditions for a systematic transltlon from 
emergency to long term development for IDP target population groups in Bengo, Kwanza 
Sul, and Moxico -- all wthm the larger context of food secunty To enable IDPs to move 
from dependency on emergency humamtanan assistance to resettlement and self- 
sufficiency and for the AACP to meet ~ t s  'translt~onal development' objectives, this 
operational plan w11 continue to ldentlfjr and secure agricultural land, prowde beneficianes 
wlth seeds and tools, distnbute baslc houseware and shelter matenal, provide food rations 
for limited penods, and restore baslc health and education infrastructure To date under 
the AACP, a combination of well selected Interventions has facil~tated the process of 
transitlorung IDPdWar Mected persons from emergency situations to resettlement and 
food secunty SCfUS-Angola is requesting from FFP/BHR/USAID Emergency Dlwsion 
in FY 98 a total of 3,760 metnc tons commodit~es -- 3,090 MTs maize, 430 MTs Beans, 
240 MTs Vegetable Oil -- towards meeting program goals as set forth in its operational 
plan The FY98 Emergency Program ITSH requirements for managlng and distributing the 
3,760 metric tons of requested FY98 Title I1 commodities IS estimated at $1,649,674 

Mozambiaue 

While SC-Mozambique had some pnor expenence wlth food a ~ d  for emergency rehef, the 
current DAP (FY97-FY01) represents a shift in focus to food ald as a development 
resource Under the current 5 year program, emphasis IS being placed on the repair and 
mamtenance of farm-to-market roads, the production of both subs~stence and cash crops, 
and the management of natural resources, espectally soil conservation This project will be 
implemented by SC In the Nacala-a-Velha and Memba districts of Nampula Province As 



a result of the project's activities, 8,000 farmlies (approximately 56,000 people) In the 
target area will sigxuficantly improve thelr access to food and thereby thew food 
consumptton by the year 200 1 

The strategy of the program is to increase household food security by implementing a two- 
pronged program of infrastructure development and agricultural development and natural 
resource management Using cash for work, some 300 hlometers of farm-to-market 
roads will be repaired and maintamed The project will also prowde techcal and matenal 
assistance for tramng over 2,100 farmers in improving their cult~vation of crops such as 
cashews, groundnuts, cassava, maize, beans, and vegetables A variety of ~mproved 
farming technologies including high-yielding disease-resistant varieties, intercropping, and 
on-farm storage will be introduced The 5 year program is budgeted at $7,214,049 

Ethiopia 

The current food security program In Ethopia (FY 1998-2002) aims to make a sustainable 
improvement in the availability of, access to, and utilization of food for approximately 
17,500 pastoral households in Liben District, Borana Zone, Orornia Reglon, and 7,500 
pastoral households in Filtu District, Liben Zone, and Somalt Zone The project integrates 
Title I1 resources and food secunty activtt~es with Child Survival (CS-13) programrmng 
and demonstrates appreciable and measurable impact on food secunty through 
improvements in child health and nutrition Ethopta rematns food insecure and many 
segments of the population have chron~c food shortages Strategic Objectives are 

improve household health and nutntlon 
increase household Income and hestock related food product~on 
strengthen commuruty and instltutlonal capabilities for emergency response and 
sustainable development 

Program interventions center around improving food availabihty and access through 
improved livestock management aimed at increased datry products for consumption and 
sale Improved utilization is being addressed through the health portlon of the DAP In 
conjunction with the CS-13 program SC IS addresstng availability and access w thn  the 
pastoral economy through three components of livestock management water, rangeland 
management, and animal disease control Ut~llzation actlvlties Include maternal-child 
health and nutntional education This component also includes an expanded program of 
immunization, training, and family planning activities 

Nicaragua 

SC continues its innovative supplemental feeding program of corn-soy blend that IS 

integrally linked with its child survival program The Chld Survival Project reaches 
approximately 40,000 at-risk mothers under five years of age in 148 communities in the 
Departments of Leon and Chmandega The project has as its goal to reduce the mortality 
and morbidity of pregnant and lactatmg women and children under five years by 



strengthemng the capaclty of health workers and community members to Identify mothers 
and children at-risk and deliver sermes to them through a comprehensive package of 
maternal and child health intervent~ons, including ~mrnunizat~ons, oral dehydration therapy 
(ORT), breastfeeding, maternal-chld health, and reproductive education Dry ratrons to 
qualified part~cipants are provided wth two objectives in mnd a ) to improve the 
nutntional status of pregnant and lactating women and malnourished chldren between the 
ages of 6-36 months, and b ) to increase the numbers and frequency of women 
participating in Mother-to-Mother meetings 

The annual estimated tonnage averages 1000 MT and annual project value totals 
$726,365 Originally, the feeding program formed part of an innovative operat~ons 
research (OR) designed to measure the additional nutntional and health Impact of food a ~ d  
beyond child s u ~ v a l  projects The onginal operations research has been mod~fied due to 
difficulties of implementation under changing field conditions SC, however, retains ~ t s  
commitment to measure impact and consequently continues its deta~led growth 
momtoring The transformation of the OR is permitting SC to revlse ~ t s  cntena for 
participation to be more inclusive and also ~nvolve potentla1 food for work act~vit~es on 
water and samtation projects Th~s should increase the project's measurable impact, as 
well as increase the volume of food Into the area 

Guatemala 

Save the Children Federation-US (SC-US) and ~ t s  sister orgamzation, Ahanza para el 
Desarrollo Juverul Comunitano (ADEJUC or Allanza), have designed a five-year project 
aimed at mob~lizing commuruty part~clpatlon to ensure sustamable food secunty in 130 
communities In the Department of El Qulche, hard hit by the war and relatively neglected 
by ald agencles A total of $2,326,589 dollar resources is required for development 
activit~es and $1 1,751,855 for food a ~ d  for maternal-chdd health, food-for-work and 
monetizat~on-supported activlt~es Food aid is requested due to chroruc and acute food 
defic~ts and the decayed state of the production system The potential threat of El N~no to 
Guatemala supports food assistance 

The goal of the project is to enhance the food secunty of the 6,200 participant households 
through a combmation of cornmun~ty-managed act~vit~es--techma1 assistance in 
agriculture, health education and serwces, economic opporturuties and credit programs, 
infrastructure and environmental rehabilitat~on, and direct food ald--to effect a net increase 
in total household food consumption The Strategic Object~ves of the project are 

increase food availabll~ty by improving agricultural systems 
improve biolog~cal utlllzat~on of food by improving health systems 
Increase food access by increasmg economc opportumties 
protect livelihood secunty by rehabilitat~on of infrastructure/env~ronment 

Each objective has specific activit~es These are imnrove agricultural svstems by 
introducmg sustainable farrmng practices, dlversifylng farrmng systems, and improving 



post-harvest management and marketmg, Improve health systems by improvmg access to 
health services, Improve caretaker practice, and Improve dlet and nutnt~on, Increase 
economc o~~ortunitres for income generation by Increasing access to credrt and sawngs, 
and, improve habitat security by improwng household and comrnuruty ~nfi-astructure, 
repalnng damaged environments, and improving access Women and children of 
chronically food insecure households are pnmary beneficianes Pre-test/post-test 
methodology of baseline and final surveys will be utilized to measure outcome, and a md- 
term evaluation will be used to check progress along with tested field-morutonng systems 

Save the Children Federation-US began work in Guatemala in 1976 in disaster Allanza 
was founded in 1983 and has been active in multi-sectoral development In the Peace Zone 
throughout the years of violence Obta~rung Cooperating Sponsor status with USAID- 
Guatemala for the Alianza is an expected outcome of the project SC-USIAIianza 
experience in food aid recommends an integrated approach that of cornrnuruty 
participation and capacity burldlng that empowers women and that targets children 

The DAP for Guatemala was submtted for review by FFP-Washington on January 7, 
1998 

SC is currently developing a concept paper for the use of Title I1 resources, both 
monetized and direct food aid, for Bol~wa SC's current portfoho centers around 
sustainable educational actlvrtles Llnlung educatron w~th food secunty IS bemg explored 
as a posslble SC programming response for Tltle I1 resources In Bolwla A hlly 
developed DAP is expected for subm~ssion with~n the current ISG hnd~ng 

Rwanda 

SC recently submitted a proposal, developed by the Regional Food Secunty Advrsor, to 
be the lead agency for collaborative monet~zation of Tltle I1 commodities In Rwanda 

6.4 ONGOING SUPPORT & IMPROVED PROGRAM MANAGEMENT 

The ISG has provided a number of backstopping and technical support hnctlons to SC 
field offices during the life of the grant Three categones will be d~scussed conferences 
and traimng workshops, field visrts ~ncluding DAP reconnarssance travel and wnte-ups, 
and manuals and pollcy paper development A less specific "Other Support" will also be 
addressed 

,Soderenr;es and Traininn Workshops 

DHR staff and consultants have conducted a number of workshops over the life of the 
project In fact, it appears that trairung and workshops IS one area that suffered the least 



dtsruptton throughout the ISG Notwithstanding, it is an area where more can be done 
using more cost effective methods 

Stgnificant Conference and Training events were as follows 

5/94 Angola Program Conceptualizat~on workshop 
2/95 Angola Commodity Management Workshop 
2/95 Ethiopia Commodity Management Workshop 
9/95 Sudan Commodity Management Workshop 
6/96 Johannesburg Food Security Workshop 
8/96 Ethopia Food Use in the Horn of Africa Forum 
11/96 Nicaragua Food Security Workshop 
2/97 Angola Rapid Rural Appraisal Workshop 
5/97 Dominican Republic Food Security Workshop 
11/97 Cyprus Monitoring and Evaluation workshop 

Document rewew indicates that one key workshop was planned and not carned out, a 
Johannesburg replica that was scheduled for Md-East staff in FY97 

It should also be noted that the ET captures a certaln haphazard character to the planning 
and carrying out of these workshops There does not appear to have been much of a 
coherent trairung strategy, or long-term or strategtc plan on how to accompltsh ISG goals 
through such training events The evaluatton team sumuses, for instance, that the (only) 
slowly growrng interest of Asla and Mtddle East Fleld Offices to Tltle I1 programming is a 
dlrect consequence of the fact that that area Fleld Offices were never exposed to a 
Johannesburg-type workshop 

In additton, glven how thlnly stretched the DHR team IS, a more coherent tralrung strategy 
would be a way to get more people up and runntng wth food secunty concepts qutckly 

Gven SC's programmatic strength in tratnlng In other departments, the absence of such a 
strategic plan IS all the more notable and is a clear area where coordtnation and better 
tntegration could be taking place 

Fteld V~sits and DAP Proposal Preparat~on 

The Quarterly reports document a great deal of DHR staff travel, and the line ttem for ths  
activity is substantial The ET judges this IS an good use of stafYtlme, as well as an 
appropriate use of funds The truth of the matter is that Title I1 programrmng is a 
complex subject and DHR staff are SC's experts in thls area Thus, heavy travel of the 
two Deputy Directors to conduct food audits, to help identi% qualified customs agents 
and port facilltles, to oversee program distribution systems, etc is an appropnate use of 
personnel 



As above, the ET offers an opimon that much of ths  travel may have been to put out fires, 
rather than planned from a strategic perspective If the ET's recommendat~on 1s accepted 
that one of the principle outputs of any hture ISG will be a quantum jump In SC's food 
portfol~o (see Recornmendat~ons), ~t is likely that non-strateg~c use of staff time w11 no 
longer be possible Indeed, it appears that one of the Improvement areas of current grant 
implementat~on is to diffuse the expertise of the Deputy Directors and the two Food 
Security Technical Advisors to other field staff so that the DHR, and mdeed SC's 
inst~tut~onal growth, wll not be dependent on the continued good health of only a few 
people 

Regarding DAP proposal writing, DHR staff have remained very busy throughout the lrfe 
of the ISG This subject need not be dealt with in depth as ~t has been discussed 
elsewhere Probes andor full-scale proposal write-ups were conducted in Mozambique, 
Angola, Ethiopia, Nicaragua, Guatemala, Ha~ti, Burkina Faso, Rwanda, and Ivory Coast 

The quality of DAP proposal has steaddy Improved as a result of growng exposure of 
DKR staff to increasingly rigorous BHR/FFP revlew cntena and high quality tecluucal 
stafFwhch have come on as a result of the ISG Informal comments from AID staff 
dramatically reflect ths  One AID staff commented that the quahty of the first 
Mozambique proposal was "abysmal" whde the Ntcaragua DAP went through 
approximately SIX major re-wntes (I) before ~t was approved Another AID staff 
commented that the recent Guatemala DAP has received very hgh, early reviews As 
both AID interviewees suggested that B H ' F P ' s  ability to prov~de technical support In 
the project wnte-uplapproval process whl become even more llnuted than ~t has tdl now, 
D m ' s  (and SC's) continued growth in profess~onalism and In quality DAP proposal plans 
w~ll become more Important than ever In a subsequent ISG 

Manual and Policv Paper Development 

After a slow start, DHR staff have begun to publrsh a number of manuals and pohcy 
papers on the use of food aid Whde manuals and pollcy documents are time consumng 
to produce and seem of little immed~ate ut~l~ty, the evaluat~on team's field visit continned 
how important such documents are to the Field Offices' leamng curve N~caragua field 
staff had been struggling with the programmatic Issues of "food dependency" for over 
two years, without the guidance of an organizat~onal policy statement on the Issue 
Project staff had to learn-as-they-went the intricacies of port operations in the absence of a 
commodity management manual It 1s important that DHR staff continue to publish these 
documents in a timely fashion, as the lnst~tutional memory of SC is still rather superficial 
regarding food programming 



A bnef descnption of these documents follows 

Food Securrty Pollcy Paper (7196) 

This document defined a conceptual strategy for SC to address food insecunty Its 
purpose was to work toward some consensus w i t h  SC on the importance of food 
secunty as a conceptual and programrnatlc focus 

Commodzty Trachng System M m a I  (1 O/W) 

Hands-on manual on the Beta verslon of the computerized comrnodtty tracking system 
belng experimented with in Nicaragua 

Food Security Strategy Paper ( 1  1/97) 

Further clarification of the concepts of Food Secunty, types of food insecurity, constramts 
to food security, and food programng 

Commod~ty Management Manual ( 1  2/97) 

Full descriptton of all admirustratwe and managenal steps needed to run a food program 
Computerized Tracking System Manual 

Momtoring and Evaluation of Food Securriy Programs Paper @raft 1/98) 

Discussion of the difference between goals, problem statements, objectives, strategies, 
plamng, momtonng and evaluattng Impact, dlscusslon of ~nd~cators and selecting 
indicators, dtscusslon of farming systems' lntermedtate lndtcators 

It must be noted that some of these documents have not yet been received by the Fleld 
Offices For instance, the ET handed over tts copy of the Food Monetization Manual to 
the Nicaragua staffwho had never seen it This indicates that the need to systematize and 
track the release of these papers It also suggests an area for more tralrung workshops, 
perhaps at the regional level 

Other Support 

Over the life of the ISG, DHR has provided other services to the Fleld Offices Perhaps 
the most staff intensive efforts have been those related to cnsis management One of the 
Deputy Directors was sent on an emergency basis to conduct a food audlt in Angola, and 
then was ass~gned there as Actlng D~rector for three months untd a replacement could be 
found Earlter m the grant, a Deputy had to be sent to Lebanon to help m the close-out of 
that large program 



Non-crisis support includes techrucal backstopping on the quality of Annual Estimates of 
Requirements (AERs), Call Forwards, proposal reviews, etc An interesting comment was 
made by an AID staff member in Nicaragua, in ths  regard It should be recalled that 
USAIDMicaragua IS as new to Title I1 programming as is SC/N The AID staff ind~cated 
that the quality of the SCM documentat~on, paper flow and knowledge of Title I1 
procedures was the best of the four cooperating sponsors in that country It 1s doubtful 
SC/N would have judged themselves in that hght, so unfmhar as they were wth Title I1 
mechanics It is clear, then, that ISG/ DHR support to field operations is havlng a 
beneficial effect that is clearly observable to outsiders to SC BHR/FFP staff are less 
enthusiastic when comparing SC to other more expenenced cooperating sponsors, 
indicating that there is still room for ~mprovement in the paperflow 

Finally, DHR is in the midst of updatmg an Emergency Personnel Roster, to be better able 
to respond quickly to emerging cnses Ths is an important Initiative whch must continue 
if SC IS to position itself to move more aggressively into such situations 

DHR has been reasonably successful in carrying out a number of workshops and trairung 
events throughout the ISG, however it does not appear that there was as much strategic 
planrung and forward thnking to these events as there might have been A similar 
comment was offered regarding field staff travel Perforce, some DHR travel has been in 
a ~ d  of crisis management when there was slmply no one else to put out the fire 

The quality of the DAP subrnisslons has grown s~gnificantly dunng the ISG and the 
evaluation team guesses that is will continue to grow in the future, makmg BHR/FFPYs 
approval process more rapid and more sat~sfjmg to both parties 

Manuals and policy paper development have been an area requinng more attention for 
several years A stream of recent documents, some of them not yet distributed, seems to 
indicate that the Field Offices will be better served In ths  area than they have been In the 
past 



7.0 OTHER FINDINGS 

In addit~on to the four major object~ves identified m previous sections, the ET has also 
~dentified several other findings that are related to the ISG Several of these topics were 
presented previously as part of the institutional growth, but are hghhghted in t h s  sectlon 
to illustrate their importance to the ISG The presentation of these findings are classified 
for the benefit of presentation as (1) accompl~shments since the md-term review and (2) 
office matters in regards to planning and daily operations 

7.1 Progress Since Mid-Term Evaluation (July 1996) 

The followng goals and object~ves were planned to be accomplished dunng the rmd-term 
evaluat~on Furthermore, USAID proposed that SC should develop quant~tative targets 
regarding several programmatic issues whch have also been incorporated in the table 

Table 3. Progress toward objectives identified during the mid-term evaluation 

planned Activities / Outcomes 
1 l%re two additional staff to help achleve 

food security objectives 

2 Build institut~onal capac~ty for 
food security assessment 
program des~gn skills 
standardized commodity management 
software 

Develop food a ~ d  program traimng manual 
and manual on how to prepare DAPs 
Develop guidance on program budgeting 

Progress to Date 
Ron Shaw hred and placed in South Afnca 
Thonc Cederstrom hred and placed in 
Washington 
Ths has been done by having stafTpo11cy 
statements, conducting some regional 
workshops, and startmg up new projects 
wh~ch has built local st& capacity 
Software IS present 
Not done to date, except for food 
management program and software 
This has started and is part of SC's F~eld 

and fundmg opportunities I Manual 
Develop Rapid Response teams 
Hold Food Security Workshop for Latm 
Amenca 

Provlde higher pay rating for offices wth 
cornmoditv Droerams 

Under way 
Conducted in Dormnican Republic and the 
Regional D~rector for Latin America has 
extenswe food a ~ d  ex~erience 
This has not been done and may not have 
been a viable recommendation 

Have programs in new countnes Mozambique, Ethiop~a, and Guatemala 1 DAP 
Increase tonnage 

planning and budgeting ( SC plannmg-and budgeti& 

Doubled amount in FY97 compared wth 
FY96, FY98 remained greater than FY96 

Include food security concerns in SC 
and 3X greater than FY94 
Food security now has a prominent role in 



7.2 Ofiice Matters 

There are several findings in regards to DHR's planning processes and daily operations 
that need to be addressed These rssues prowde the foundation of how short term and 
long term goals and objectives are to be met These findings are summanzed In the 
following statements 

As the food portfolio expands, DHR will need to study how to provide additional 
technical assistance more efficiently This will mean having more people trained up 
who can provide technical expertise in a variety of DHR geographc and program 
areas Such support could come fiom experienced in-country national st& or fiom 
headquarters An increase In the expertise in emsting areas IS also needed such as 
program monitonng and evaluation More shanng of expenences needs to take place 
between countnes also Site review teams could be formed wth headquarters and in- 
country particrpation 

DHR needs to strengthen its ability to obtarn quick access to finds, but the amount 
may be sigmficant if large scale operatrons needs to be undertaken wlth a short lead 
tlme Since SC has traditionally focused on development, rt is only recently startrng to 
build a foundation for putting together emergency response teams 

A DHR resource library needs to be established Currently, there 1s a lack of space for 
a centralized library to store past documents created by DHR It IS not easy to get 
copies of past reports on disk for quick access and revrew 

Not enough time is being given to pnontizrng short term and long term goals 
strategcally For example, the ET did not hear of any plan or cntena how to target 
countries for hture Title I1 expansion SC needs to deterrmne what wll be the best 
portfolio that fits with its rmssion, values and capabilities SC must also study how to 
incorporate geographical and political cntena rn such chorces 

Training needs to be rmproved to get more informatron out to regrons to learn 
commodity management, and improve staff skills rn monitonng and evaluation 
Individual trarning sessions are being conducted, but group training will be needed as 
the SC portfolio expands 



8.0 BUDGET AND FINANCES 

It 1s beyond the Scope of Work (and the expertise) of ths  ET to conduct a detailed review 
of the budget and finances of the ISG, and we do not propose to do so However, some 
analysis can be provided of how closely budget and expendttures reflect the onginal grant 
and subsequent amendment Also it may be usehl to hghlight by broad category how 
much money was expended in the vanous grant line items Next, ~t may be usefbl to 
ind~cate how much expenditures are talung place in the four countries of Title Il 
operations, Mozambique, Angola, Ethiopia and Nicaragua Finally, this review may 
illustrate the importance that Title I1 has to SC to indicate how much of a contribution to 
SC's programng fbnds food programrmng has represented over the life of the ISG 

As complete financial information will not be available for months yet, these observations 
are of a general nature 

8.1 Original Grant Budget and Amendments/ Expenditures to 9/30/97 

The onginal grant called for $2 5 mllion of grant finanang, as follows 

Orig. Amendment Expenditures % of 
ISG to Sept. '97 Amend. 

Personnel Costs 1,557,724 
Consultants 1 16,600 
Training 66,970 
Travel 206,000 
Other Direct 63,396 
Evaluatton 55,000 
Indlrect Costs 434,910 
Total 2,500,000 

The grant was amended during the ISG period Adjustments to the line items are noted 
above Since most of these items are recumng costs, a straight-line budget was onginally 
proposed However, because of difficulttes of implementation described earlier, 
expenditures did not follow this pattern, since FY96, yearly budgets approved by BHR 
were based on draw-downs from the previous year Data were provlded by the DHR from 
SC's HQ AS-400 finance system and are approximate rather than final figures 

$$Budget $500K $SoOK $200K $491K $692K 
$$ Spent $301K $389K $507K $496K * 

*On-going posting of FY98 expenditures to ledgers makes reporting any figure for FY98 
unreliable 



It appears to the ET that there is approximately half-a-million dollars left in the grant for 
expenditures between now and the end of the grant in September, '98, ~t is questtonable 
that this sum will be expended in f i l l  

8.2 Title Il Country Expenditures 

The table below does not represent expenditures of the ISG Nevertheless in order to give 
an idea of the impact that the ISG has had on SC, it seems worthwhile to summarize the 
financial aspects of the four country operations that have grown out of the ISG Data 
through '97 were provided by the SC Finance Department whlle '98 estlrnates were 
provided by DHR From the chart below, tt is clear that the $2 5 millton In ISG hnds has 
resulted in more than $30 million in Title I1 project hnds 

Commodities 
Ethlopia 3 10,240 
Angola 595,871 
Mozambique 
Nicaragua 

Ocean Freight 
Ethiopta 377,504 
Angola 
Mozambique 
Nt caragua 

Inland Freight 
Ethopia 344,345 
Angola 31,146 
Mozambique 
Nicaragua 

Monetization 
Eth~opia 636,918 
Angola 
Mozambique 

Total 2,296,024 

GRAND TOTAL 

FY98 
(Estimate) 

459,650 
93 7,250 

362,050 

222,600 
45 1,200 
670,300 
124,600 

1,709,540 

1,206,540 

6,143,730 



8.3 SC Total Program Funds 

Finally, it seems useful to indicate what the impact of food and emergency programng 
has had on SC's bottom line As above, these are not figures whlch would be reported in 

an ISG audit, but are meant to be ind~cative of the concept Data were provlded by SC's 
Finance Department 

FY94 N 9 5  FY96 FY97 
( ~ n  Millions of U S Dollars) 

Emergency, Refugee 
& Civil Society 
Expenditures $41 56 $46 02 $47 83 $52 56 

Total SC Program 
Expenditures $81 13 $88 48 $94 39 $102 3 

Share of Emergency, 
et al Total 
Program 51 2% 5 2% 50 7% 51% 

Save the Cluldren has consistently spent half of ~ t s  revenues on disaster, emergency and 
civil society programng over the last four years 



9.0 RECOMMENDATIONS 

In response to the SOW and to provide AID and SC w~th an outsiders' views of where SC 
may want to direct future efforts in food aid, the ET is mahng recommendations it 
believes will strengthen fbture SC food programs 

1 The team believes it is time for there to be a dramatic scale-up In the number of Tttle I1 
projects m SC's portfolio The ET believes that SC has the capability to manage a 
portfolio that includes at least 15 d~fferent Title I1 supported projects ( I  1 addlt~onal 
projects) within the next 5 years 

2 As such scaling up begins, DHR needs to increase its technical staff This may need to 
be done slowly in order to match the number of technical st& with portfolio growth 

There needs to be stronger monitonng and evaluation Financing for such support 
needs to be analyzed It could lnclude a single funding source wthm SC headquarters, 
or co-finding between field sltes and SC headquarters, it could be an indiv~dual based 
in the U S or closer to field operations, it could be a part time person, a senes of 
consultants, or it could be some combination of all of the above However, a plan 
should be implemented as soon as possible so expertise In morutonng and evaluation 
can be provided at the outset of concept papers that will develop into new DAPs 

DHR needs to have a nutrition~st on staff either ded~cated to Title I1 programs or 
shared with other umts rn SC such as Health Ths person needs to have expertise in 
nutntional interventions, mon~tonng and evaluation and should have quantitative and 
computer shlls Decisions regarding placement and hnding of a nutrit~orust are 
similar to issues descnbed for expertise in morutonng and evaluation 

An agncultunst in the field is also needed by SC since many of the development 
projects are likely to be based on rural development and farming systems Thls person 
will need to work with a vanety of farming and ecosystems It would be preferred to 
have this person located in Afiica to give more accessible on-the-ground support 
where the majority of projects wII be developed 

3 DHR needs to find ways to create more flexlble finding whch can be used to enter 
new geographical areas, set up needs assessments andlor create a rmrumal 
infrastructures to start new projects The focus of such finding would be on areas 
that have great potential for a fbture crises or are at the start of a cnsis situation 

4 DHR needs to create and implement a training strategy to build human capital 
Traimng needs to focus on issues associated wth food security analysis for the field 
and home ofice staff This should also be directed to nat~onal staffwho can be called 
upon to provide regional support Training should be provided to md-level and 
senior-level staffwithin DHR in leadership and management to strengthen long term 
staff stability within SC 



5 There needs to be more integrat~on of programs Forming an actwe Food Security 
Worlung Group within SC could foster such integration Currently, multisectoral 
mterventions are more parallel than integrated All the pleces are now together in a 
single place, but may need some slight adjustments 

6 SC needs to address where future ISG support should be focused How much of the 
ISG support needs to be centrally located compared with having it located in the field' 
The Westport-vs-Washngton lssue must also be considered 

7 DHR needs to develop systems and templates to be able to prepare DAPs more 
qu~cMy 
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APPENDIX A 

Scope of Work for Evaluation Team 
Final Evaluation of the Food for Peace Institutional Support Grant 

The Inst~tut~onal Support Grant program (ISG) supports the strengthemng of Save the 
Children's inst~tut~onal capaclty to design and manage food asslsted programs both for 
development and emergency relief The grant finds the operation of Divlsion for 
Humanitarian Response (DHR) in SC headquarters and helps meet support cost related to 
food assisted programming over the five year penod which began in August 1993 

The final evaluation will look at SC's progress over the last four years to accomplished the 
objectives of the ISG program, as estabhshed in the grant document The evaluation wll 
document progress since the last enhancement grant, outline any shortfalls or weaknesses 
in implementation, and make recommendations for SCys kture work The evaluat~on will 
include a field visit to Nicaragua Information on other field programs will be gathered 
through direct interviews wth field staff and other reports and documentat~on 

Obiectives of the Institutional Support Grant Program 

1 Institutionalize and strengthen development and relief Title I1 food-assisted 
programming wthin Save the Children's field programs 

2 Make innovative improvements In the design of Title I1 food-asslsted programs 
3 Imtiate major new Title I1 food-assisted projects to Save the Ch~ldren's portfolio 
4 Continue to support on-going T~tle I1 programs and Improve program management 

and dellvery of Title II commodit~es 

Team Obiectives: 

Review grant documents, previous mid-term and final evaluations for the ISG and for 
T~tle I1 food programs 
In Westport, participate in interviews wth key staff including management, operatrons, 
and sector staff Review Internews from field staff Meet with DHR staff and rewew 
documents, manuals, and computer systems developed in support of Title I1 programs 
For one week, travel to N~caragua and make a rewew of how the Title I1 program 
there is supported by DHR visit field sites, intemew staff, talk wth donor agencles 
and other non-governmental organizations (NOS) ,  review reporting documents and 
systems 
Submit overall findmgs on the ISG, with the Nicaragua program as an example of 
inst~tutional support to field offices, tn the final report and revlew final report before 
subnussion on February 15 



Areas of Inquiry 

Focus Questions on ISG Support to Country Programs 

How has the ISG contributed to the evolution different strategies adopted by Field 
Offices (FOs) for using PL-480 commod1ties7 What elements of strategy do they 
share and how are they different? 

What contribution did the ISG make towards Improved FO management (e g budget, 
logistics, personnel, etc )7 

How and in what areas have FO capabilities changed since 1992 as a result of DHR 
support7 

What requests for assistance to DI-IR were made and how were they met? 

How has the ISG helped In addressing the need of FOs to ascertain impact of Title I1 
programs? 

What were the anticipated and unantrcipated benefits and obstacles to implementation 
of DHR recornmendations~ 

Division of Humanitarian Response (DHR-Westport) Focus Questions 

What are the principal achievements and shortfalls of DHR dunng the past five years? 
What factors influenced ach~evements or failures? 

What were the different key events of ISG ~mplementation and how do they reflect 
changes in the external and Internal working enwronrnents7 

Are the assumptions underlying the onginal purposes for the program strll val1d7 
What new assumptions or strategies are warranted? 

What level of support or ~nvolvement was prowded, accord~ng to DHR staff, from 
within SC and outside SC7 

How well has the grant been managed and adrmmstered? How were grant fbnds 
spent? 

How did the ISG influence/contnbute to 

SC's perception of ~ t s  msslon 
SC's perception of its work 
SC's internal policies and procedures 
SC's implementation of other programs 



integration of food a ~ d  wth other SC programs 
move to scale of operations 

overall SC budget 
the food aid cornrnuruty 

7 What should be changed, done differently, or remaln the same 

structure withm SCIwithn DHR number of staff and expertise 
role and fbnction of DHR within SC 
financial support 
program focus 
program level 

C. Focus Questions about Save the Children as a Title Il Cooperating Sponsor 

Where does food aid and food secunty fit wthm SC's strategic plan' @ercepuon of its 
nusslon7 percepbon of ~ t s  work? move to scale of operauons7) 

Has experience st~mulated new thidang or approaches, both policy and managenal, to 
food aid and food secunty' (~nternal polrcles and procedures) 

How have SC's food management capab~llt~es changed dunng the penod of the grant? 

What level of support or involvement was provided to DHR from withln SC7 
(~mplementabon of other programs, Integrauon of food ad wth other SC programs) 

What structures and processes are in place to support dec~sion-making and 
implementation? 

How are food aid programs, I e policies, purposes, priontles, nsks and benefits, 
perceived by different departments? 

7 How has the ISG affected SC's capacity in management, evaluation, program 
planning, and accountmg systems' 

8 How did the ISG influence DHRYs contribution to SC's overall budget' 



9 How do you see Save the Chtldren as a player in the food ard commun1ty7 

10 What are SC plans to sustain rts food secunty program capability? 

11 Have there been any negattve consequences resulting from the ISG7 (what?) 

12 What could be done drfferently In a new ISG? 

D. Recommendations for the Future 
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APPENDIX B: List of Documents Reviewed 

Original ISGP Proposal - December 1992 
Revised Proposal - Apnl 1993 
Revised Proposal - June 1993 
Grant Agreement - September 14, 1993 (effectwe August 29, 1993) 
Year One & Two Detaded Implementation Plan (DIP) - October 15, 1994 
Year One Annual Report - October 15, 1994 
Amendment request - October 15, 1994 
Amendment request Capital Asset defitution - June 1995 
Year Three DIP - October 24, 1995 
Year Two Annual Report, October 24, 1995 
Mid Term Evaluation (substitute for Annual report year 3) - July 30, 1996 
Year Four DIP - November 1, 1996 
Amendment Request - February 1997 
Year Five DIP - October 3 1, 1997 

Save the Children Orgamzat~onal Chart - July 1997 
Save the Children Three year strategic Plan - 1997- 1999 
DHR Orgamzational Chart - January 1998 
DHR Strateg~c Plan - August 1996 
Enhancement Grant Mid Term Evaluat~on - October 1989 
Enhancement Grant Final Evaluation - August 1992 

SC Monetizat~on Manual 
SC Computerized Commodity Traclung Manual - FoodLog 
SC Food Secunty Pol~cy (1996 version) 
SC Food Secunty Pol~cy and Strategy (revised 1997) 

Public Law 480 
PL-480 Guidelmes 
DPP/DAP/TAP Guidelines and revls~ons 
ITSH Guidelmes 
FFP Generic Ind~cators for Development Acttvit~es 
Monetization F~eld Manual (Draft #7) 

SC Ethiopia DAP 
SC Mozambique DAP 
SC Nicaragua DAP 
SC Angola TAP 
SC Guatemala DAP 

ISG Funded Tralning Matrix 
Horn of Afhca Conference Proceedings 
Johannesburg Conference Proceedings 



APPENDIX B. 
S A V E  T H E  C H I L D R E N  

I S G P  S U ~ ~ A R Y  

Project Title & N d r :  lSGP proposal L O G I C A L  F R A ~ E U O R K  

NARRATIVE SUI(HARY I OBJECTIVELY VERIFIABLE INDICATORS 1 HEANS OF VERIFICATION I IMPORTANT ASSUMPTIONS 
---- - - - - - . . - - - - - - . - - - - - - - - - - - - - - - - - - - - - - - - - - l - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - l - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - l - - - - - - - - - - - - - - - . . - - - - - - - - - - - - - - - - .  I 

I 
PROGRAn GOAL: THE BROADER OBJECTIVE T O  WHICH  MEASURES OF GOAL ACHIEVEMENT: I IASSUMPTIOMS FOR ACHIEVING GOAL I 
THIS PROJECT CONTRIBUTES: I I (TARGETS: I 

I I I I 
To psi tion SC to make the most eff icient 11 .Inproved food security of the targeted [~nalysis of specific problems addressed by IProjects clearly identify external 1 
and effect~ve use of available PL 480 I population. 1 the project. lthreats to goal achievement. 

resources in both relief and developnent 12. Expanded PL 480 Portfolio. 
I 

settings, as a means to advance SC1s 
I I 

13. Establrshed reptation, credrb~ 1 ity 1 
I 

I I 
international program mission. 1 8 track record among donor, PVO )EOP evaluation ~ncluding survey I I 

I comwnity 8 host government. Iquest ionnai res to USAID, Goverrment I I 
(4. Good conplmntari ly, cooperation, 8 

I coordination uith other PVOs, SC 
( A l l i a n c e ~ r s a n d U S A I D  

I 
I - - - - . - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - * - - - - - - l - - - - - - - - - - - - - - - - - - - . - - - - - - - - - - - - - - - - - - - - -  

PROJECT PURPOSE: (coNDIT IONS THAT UILL INDICATE PURPOSE HAS 
IBEEN ACHIEVED: END OF PROJECT STATUS 

I 
To strengthen SC8s institutional capacity (1 .  The institutionalization of 
to design 8 inprove the delivery of food- 1 developnent 8, relief efforts 
assisted program in normal & emergency I strengthened. 

counterparts and PVO comnunity. I 

Nmber of new programs where SC1s 
I 
I 

involvement by requested by other PVOs 1 1 
and donors I -------------------------------!----------.l------------------.---------*----- I 

I 
~ASSUHPTIONS FOR ACHIEVING PURPOSE: ( 

settings. 

I 
I 

1. Shared program visron verified through lAct lve involvement of non-CADER 
evaluation. Jstaff due to heavy routine 

2. SC experience base 8 uorking knouledge (uorkload and priorities. 

I 
I 
I 
I 
I ; 

12. Emergency preparedness planning I of food-assisted programing 8 I 
I positively impacts on actual emergency) operations expanded as verified thru ( 
I response. I mid-term8EOP evaluations. 

13. Systems in support of relief 8 
I 

13. Systems developed and used verif led 1 
I developnent programsprofessiona1ized.l thruaudits. 1 
14. Developnent 8 relief program design 14. Improved program conceptualization,focusl 

I inproved8 innovative. 1 and design. Sound technical conponents, 1 
(5. Contractual obligations met. I established measurable objectives as I 
16. Four neu developnent program ) verified thru reporting and evaluation. I 
I initiatives developed. 15. Hinimm non-conpliance issues verified 1 
17. Continued support to ongoing programs I thru audits and revieus I 
1 provided a d  program management 8 16. Four new developnent programs designed. I 
I delivery improved. 17. Improved program management & delivery I 
I 1 verified thru revieus or assessments. 1 
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APPENDIX C: List of Individuals Interviewed 

SC Home Office Westport, CT 

Charles McCormack, President 
Gary Shaye, Vice President, International Programs 
Mark Eddington, Director, Economic Opportunities 
Rudy Von Bernuth, Associate Vice President, DHR 
Christine Braun, Associate Vice President, Operations 
Lauren Landis, D~rector, DHR 
David Oot, Director, Health Unit 
Caroline Loflus, Commodity Operations Specialist, DHR 
Ahrned Munier, Depuv Director, DHR 
Karen LeBan, Director, Africa and Latm ArnericdCanbbean 
Rick Trowbridge, Director, Financial Planrung and Analysis 
Carrie Auer, Education Speciallst 
Laura Herscovltch, Education Speciallst 
Helene Sullivan, Vice President, Finance 
Michelle Martins, Human Resources 
John Kazzi, Marketmg 
Liz Enckson, US Programs 
Earl Moran, Sponsorship 
I m  Wylie, Health Unit 
Jean Confranseco, Finance 

Area Directors Telephone Interwews 

Ron Shaw, Regional Food Security Technical Adwsor, Johannesberg, South Afnca 
Rajan Gill, Mddle East Area Dlrector 
Carolyn Rose Avila, Latm ArnencaCanbbean Area Director 
Hussein Halane, Horn of Afnca Area Dlrector 

SC Field Office Nlcarama Interv~ews 

Margarita Clark, Food Secunty Officer 
Craig Loftin, Field Office Director 
Aurora Velasco, Child Survival Program Dlrector 

SC-N Field Staff Accompanied 

Marta Lorena 
Nidra Darce 
Irnara Martinez 
Alvaro Munguia 
Ruth Darnaris 



Other Nicaragua Interviews 

Lynn Vega, Title I1 Program Officer, USAID-N 
Lee Rossner, Director, Project Management Umt (PMU) 
Ivan Tercero, Director, Health Umt, PMU 
Alberto Araica, MIS Specialist, PMU 
Bernabes Valladares, Director, PAPAL 

Washington. D C Interviews 

Jeanne Markonas, Food for Peace, USAID 
Janet Paz-Castillo, Guatemalan Desk Officer, USAID 
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APPENDIX D: Response Summary to Questionnaire 

DHR Contribution to Save the Children Field Ofices 

The evaluation team sent out questlomaires (See following document ) to a total of 12 
field offices to gauge the level of support that they received from DHR for food secunty 
programng These countries surveyed were Bolivia, El Salvador, Ethiopia, Malaw, 
Mall, Philippines, Mozambique, Rwanda, Sudan, Thailand, Vietnam, and Angola 
Currently, DHR has Title II projects in three of these countries--Angola, Ethiopia, and 
Mozambique, and is anticipating projects in Bolivia, Malawi, and Rwanda However, the 
AsIan countnes, V~et Nam, Phl~pp~nes, and Thailand are conducting food secunty 
act~vltles even though not hnded through Title II A total of ten (1 0) field offices 
responded Bolivia, Ethiopia Angola, Thailand, Philippines, Viet Nam, El Salvador, 
Mozambique, and Rwanda Response rate was 83 3% Email failure accounted for a lack 
of responses from Sudan and ma law^, the only two that d ~ d  not respond in time It clear 
from the responses that field office interest in food security programming has 
greatly increased since the mid-term evaluation. 

Fleld Office Stratenic Planning 

Flve of the field offices, Ethopia, Angola, Mozarnb~que, Rwanda, and V~et Nam, 
responded that DHR had contributed to their strategic plamng The strategies that 
received DHR support were emergency response (4), food management (3), project plans 
(3), project implementation (I), project evaluation (3), and monitoring (3) 

Requests for Technical Assistance 

Some field offices also requested and received speclfic technical assistance from DHR 
Ethop~a recewed DHR support for the wntlng of vanous proposals fiom DHR HO and 
from the Reg~onal Food Secunty Adv~sor Angola conducted a rap~d l~velihood secunty 
assessment (RLSA) wth technical assistance from DHR's food secunty policy advlsor and 
benefited fiom the monetization expertise of the regional food secunty advlsor 
Mozamb~que responded that ~t had benefited from a momtoring and evaluat~on assessment 
fiom Thonc Cederstrom, the Food Secunty Policy Adv~sor (November 1997), and on- 
going assistance for the recent Bellmon study from the Regional Food Secunty Advlsor, 
Ron Shaw Rwanda acknowledged vanous DHR support Ron Shaw to assist in the 
preparation of a Monetization Proposal for T~tle I1 resources (November-December 
1997), Jennifer Dec provided techcal support for the final evaluat~on of the Psycho- 
Soclal Assistance Program (PSA) fimded by USAID, Joan Duncan assisted In developing 
the proposal for the contmuation of the PSA Program, and Jennifer Dec wrote another 
proposal for the field office V~et Nam requested technical consultat~on from Thonc 
Cederstrom for ~ t s  current portfolio of food secunty programs including current program 
~nterventions and strategies, impact assessment, monitoring and evaluation, and 
alternative intervent~ons for food-deficit minonty populations Bolivia, a recent SC player 
to food secunty, reported DHR support In d~scuss~ons between the FO and USAID- 



Bolivia regarding potential Title I1 activitres by SC "DHR has been very helphl in 

fiarning the d~scussion and offenng fiture support for the development and 
implementatron of the project " 

Field Office Capabilit~es 

Five field offices responded positively that DHR support had changed their capabilities 
Ethiopia reported that both their logistrc capability to handle food had improved as well as 
their personnel development The DHR Deputy Director vis~ted the FP and provided 
support for the food management structure The FO food security officer (FSO) attended 
a "Food Management and Monetization" training in Washington, D C DHR also 
organized a "Food Security Conference" in Addis Ababa and was attended by all major 
N W s  The FO FSO also attended the SC Food Security Workshop in Johannesburg 
DHR also sent two senior staff to a USAlD workshop on "PL480 & Environmental 
Compliance" in Tamale, Ghana Angola recognized that their logistical capacity to track 
expenditures had improved at all levels of the program and that thelr staff was now able to 
plan the movement of food and non-food items in a coordinated way From their 
experience in RLSA, the Angola FO felt that now they were able to design food security 
programs that reflect real commulzlty needs Mozambique noted that DHR support had 
improved thelr food monetization shlls and their ability to write Development Actlvlty 
Proposals Rwanda responded that DHR had assisted In the recruitment and trairung of 
personnel by providing suggestions on hinng guidelines for natronal st& A second area 
of enhanced capability for Rwanda was In project design DHR provided direct techcal 
support for proposal wnting Viet Nam replied that DHR had assisted them in project 
design and implementation by reconceptualizing food secunty assessments and possible 
agricultural mterventions 

Thlnkinp, about Food Ad 

Six of the field ofices responded that therr thinking about food aid had changed srnce the 
begimng of the current ISG In 1992 Ethiopia responded that as a result of participation 
in several food security workshops they now believe that "Food should be treated as cash 
and should be treated accordingly Angola rephed that as a result of the RLSA trairung, 
they understood food security better as an integral part of overall livelihood secunty The 
Philippines reported a "better understanding of monetization" El Salvador expressed ~ t s  
appreciation of the new Save the Children Food Secunty Policy and Strategies Papers and 
the concepts of household livelihood secunty Mozambique replied that "monetization 
(cash for work programs) in this area can help Ahca evolve from an AID dependent area 
to a traddgrowth area Cash for work will also stimulate local markets for locally grown 
foods " Viet Nam responded that its knowledge about the poss~ble range of food security 
activities and programs had increased Bolivia reported that they are just beginning to 
analyze the potentla1 benefits of food aid and are very encouraged and optimstic about 
working with food 



Field Office Interest in Food Programs 

Seven field office reported on then- interest in potential food programs Etluopla 
responded that they had interested in monet~zation, food for work, supplementary food, 
MCH, food for development, school feedmg, and emergency food response Angola 
reported its interest in monetizatlon, food for work, and emergency food response The 
Philippines expressed an interest In implementing a food program wth a monetlzation 
component and emergency food distribution El Salvador noted that it would be 
interested in projects that contained food for work, maternal-child health, and school 
feeding components Mozamb~que was Interested in cash for work and monetlzation 
Thailand was interested in school feedrng programs Rwanda responded that ~t was 
interested in programs with the following components monetization, food for work, food 
for development, and emergency d~stnbutions Viet Nam reported strong interest in a 
food program that would include maternal-child health, school feeding, and supplementary 
food Boliwa reported that they would be interested mainly in monetization, food for 
work, MCH, food for development, and school feeding Only Mali expressed no Interest 
in a food program at this time 

Obstacles to DHR Recommendattons 

Mozambique, V~et Nam, and Rwanda reported obstacles to ~mplementing DHR 
recommendat~ons of technical assistance In Mozamb~que, because of other Tltle I and 
Title I1 programs and the limited numbers of buyers In country, in order to implement 
DHR recornmendatlons for monetizatlon, Save the Ch~ldren-Mozambique noted that they 
must be allowed to monetize regionally Rwanda noted that the lack of nat~onal staffwth 
necessary slulls impeded the implementation of suggestions by the Reglonal Food Secunty 
Advisor to move to a food secunty focused program Vlet Nam responded that a dtrect 
site visit by the Food Secunty Policy Advisor to Interact wth program staff would be 
ideal 

Benefits fiom DHR Support 

Ethiopia noted three benefits of DHR support FO is defimtely food-onented and food 
secunty comprises the hon's share of activities, DHR techcal and material assistance has 
been critical to staff development and performance, and there exists an open door of 
communicat~on between the FO and HO whch has generated a strong sense of confidence 
In the FO Angola reported that a pnnc~pal benefit of DHR support was the monetlzatlon 
grant that it recewed to support resettlement actlvlties Rwanda noted important benefits 
of DHR support Jennifer Dec's support in proposal w t m g  for the Psycho-Soctal 
Assistance Program has ensured the conttnued presence of Save the Chldren in Rwanda, 
and Ron Shaw's role In the Monetization Proposal will p e m t  change in focus for the field 
office 



Assessment of DHR Suuport 

Five of the field office respondents ranked the quality of DHR support On a ten pomt 
scale, the average score was 9 



APPENDIX D: Questionnaire to Field Office Directors 

The followg questions are part of an evaluat~on of DHRs Instltut~onal Support Grant from USAlD 
Your responses will be grouped wth other area directordfield office directors The report dl not 
ident i  lnd~vldual responses to speclfic offices Responses wdl be grouped wth other area 
directordfield office directors for the evaluat~on by sumrnarizlng responses 

In past reports to USAID, SAVE has been criticized for poor response rates to Inquires from field 
offices regarding its performance Therefore, please return your response by February 8, 1998 
This questionnaire should not take more than 30 mu tes  to complete 

Your completion of ths questionnaire is very much appreciated The evaluat~on team thanks you for 
talung tune to respond to these questions 

AD Questions/FO Questions 

Name of Position 

How long have you held ths posit~on Years 

Name of F~eld Office 

1 Has DHR contnbuted to the development your strategc plans? 

Ifyes, whch of the followng strategres were affected 

Yes No 
emergency response 

food management 

project plans 

project implementation 

project evaluat~on 

monitoring 

other 



2 Have requests for techntcal ass~stance from DHR been made by your office? 

- Yes no 

If yes, what were the requests about and were they met? 

a 

3 Has DHR techrucal support changed the capabil~t~es of your field office? 

- Yes no 

Lfyes, in whlch of the followng areas 

grant management yes no 
How? 

logstlcs - Yes no 
How? 

personnel (i e recruitment and traning) - Yes 
How? 

project design 
How7 

implementation - Yes 
HOW? 

Other areas (spec@) 
How? 



4 Has your tlunking about food ad  changed since 19927 

- Yes no 

If yes, How? 

Are you interested in irnplementmg a food program with the following components? 

1 = no mterest 2 = little interest 3 = neutral 4 = some interest %very interested 

Monetization 

Food for Work 

Supplementary Food 

M C H  

Food for Development 

School Feedmg 

Free Food Distribution 
for Emergenc~es 

5 Were there obstacles to implementing DHR recommendations3 

- Yes no 

If yes, what were they 



6 Were there any anticipated and unanticipated benefits that dld occur? 

- Yes - no 

If yes, what were they 

a 

7 How would you rate DHR's responses to your needs' 

1 = temble 10 = terrific 

Score 
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APPENDM E. MAJOR FINDINGS FROM NICARAGUA 

The field tnp to Nrcaragua provlded the ET an opportunity to determine how the ISG has supported a field 
program It also prowded the ability to detemne how proposed actrwhes rn a DAP were bang actuallj berng 
implemented The followng list hghllghts these findmgs 

ISGfDHR Input 

1 There was considerable support from the DHR/ISG m the development of the DAP 
2 Mumer from DHR prowded conderable input on warehouse procedures needed for food management 

Protocols and forms developed w t h  DHR Input are being used wtlun the program There was extensrve input 
on the preparahon of policy and procedure manuals and wth  h m n g  of staff by DHR 

3 DHR 1s provldmg Input on how to adapt the current DAP to account for the elrmnatron of the operabon 
research pornon of the program 

4 DHR has prowded input on what indmtors could and should be used as part of a morutonng and evalumon 
plan for the project 

5 DHR has not prowded Input data collecbon, data entry or data analysls for growth morutonng and overall 
program momtonng and evaluahon 

6 DHR has been responsive to SCM requests and has prowded hmely feedback for quemons regardmg annual 
and quarterly reports, AERs, call forwards, etc 

7 Several vlsrts have been made by DHRASG staff to provlde on the ground input to program 

Nicaragua Activities 

There IS strong collaborahon between SCM and MTNSA Coordmauon wth  other agencies seems to be less 
strong 
The growth momtonng 1s being conducted by MINSA and SC There 1s lrttle consistency between the two and 
there is no standar&zed quality assurance/qualr~ control procedures rn place to systemabcally check data 
measurement technrques, data recordmg, data entry and data cleamng rn erther imtutrons 
SCM has begun to develop a sophlmcated monltonng system An EPI-INFO data entry program IS wntten 
Anthropometnc measurements and other data have been entered Into a computer file However, there needs to 
be revrsions made to the system It currently has 15,000 records, but also has a back-log of about 3 months 
The Leon office needs adduonal support and twnrng on EPI-INFO and adltronal staff for data entry 
The current computer system wl1 not have the capacrty to conhnue the morutonng program Hardware and 
software are hmted EPI-INFO wll  not be able to adequately handle all the records A better software 
program IS needed SPSS 1s the package that wl l  best meet SCM needs smce 11 IS taught at the Uruversrty and 
there are professronals wth  experuse on how to use the program rn Nicaragua 
SC/N needs some technical support on how to w n m n  a longitu&nal data base 
The SCM staff 1s hgNy mobvated in both Managua and Leon The professional staff is educated and 
expenenced 
Findmgs from the PMU indlcate that SCM has a strong record wth  followng protocols It has caretidly 
followed entry and ewt gurdelmes for f m l r e s  of children to use food 
The entry and ewt cntena for fanuhes to parklpate in food program are overly restncuve It 1s clear that 
some fanulies are currently allowed to be on the program for only 6 months, but at the ume a chdd graduates 
from the program, they cannot be on the program agam, even If a 18 month old chdd has moderate or severe 
rnalnutnbon 
The anthropometnc cntena are sabsfactory for chldren less than 3 years of age However, adhuonal 
measurable and justifiable cntena could also be used for chldren less than 3 years of age These mclude 
health based cntena such as recent hosprtah~on and recurrent dmrhea Speclal cntena should also be 
created for children who are 3 to 5 years of age who would also benefit from havlng food commdhes  gven to 
thelr f m l r e s  

10 The 3 6  month old age cut p n t  for the program 1s unduly restnctrve glven the general level of poverty of 
project commumbes Moreover, these cntena are causrng commumty dlssabsfactron w t h  the program T h s  



cut point is inconslstent wth other health programs in the region and tralhonal values of prowlng care to 
chldren less than 6 years of age 
The mother-to-mother orgaruzahons appear to be strong They have prowded for health educat~on forums 
whch are interachve and focus on chdd s u ~ v a l  Issues 
There IS a tendenq for the presentahon in the mother-to-mother sesslons to be too lrected However, t h ~ s  
should be wewed as an early stage In the evoluhon of the program and more group input w11 be developed 
over bme 
Coolung demonstrabons that use the T~tle I1 commod~ty are well developed Foods are bemg prepared by 
partmpants and vanous reclpes are being accepted wthm the commmhes 
The "Carnets" (food hstnbuhon cards) and growth morutonng cards were bang kept by a bngadxda 
(volunteer commututy health worker) in order to help keep them clean and In good shape T h ~ s  l d  not make 
~t possible for mothers in the commmty to have the growth records on hand for revlew 
Warehouses inventones were sahsfactory, but cleanliness was marginal 
Local warehouse food loss as sahsfactory, but potential food losses could be qmte iugh due to unsarutary 
contfihons Local audm have had a hstory of Inconsistency (acceptable to margnal aul ts)  
SCM needs to bwld its relahonshps wth  other NGOs who work in the target areas There are Instances 
where promotores work for more than one NGO 
The food intervenhons are ~0~eCte .d  to other chlld s u ~ v a l  acbwhes, but true lntegratlon 1s not occurring 

Many tlmes women need to go to different lomuons on lfferent days to obtam semces, such as food 
lstnbuhon, growth moxutonng, prenatal care and well baby clixucs Many of the mtegratlon issues mvolve 
input from mulhple agencles at the local level, such as MMSA 
The job descnphons of the food momtors have undergone considerable expanson and now food momtors are 
also responsible for achwbes that have tralbonally been glven to cornmuruty health workers Thls IS an 
appropnate evoluhon of their job responsib~hhes 
Mother-to-mother groups need to use more behaworal models of education Current focus is on knowledge 
and in some commmhes the next step has to be mobvatlon and change 
Lack of water is a major problem in some areas Samtatlon and hygene are powerful factors that wll  hmder 
measuring a posihve outcome 
The N~caragua project 1s seriously under funded wth wrtually no money for staff murung, warehouse 
furmgatlon and security, out of project recomssance ws~ts and communlcabon eqwpment Grant 
implementahon 1s unduly circumscribed by tius fact and the ET recommends that an amendment be made to 
the grant to add money In some of these h e  Items 
A feedback loop to the promotores, bngadstas and community pmcipants can be incorporated into the 
morutonng and evaluation to great effectweness 



SABADO 31 
12 55 PM 

DOMLNGO 1 
I 1  00 AM 

LUNES 2 
8-00 a m 

MARTES 3 
8 0 0 a m  

PROGRAMA 
Visita de E\ aluadores del Instltutlonal Support Grant 

31 de Enero a17 de Febrero de 1998 

Llegada a Aeropuerto Nac~onal "Agosto Cesar Sand~no," Managua 

Traslado a1 Hotel Mans~on Teolmda 

Descanso 

Sal~da para La Meseta de 10s Pueblos (Opclonal) 

Almuerzo en La Joya del Barro 

Sallda para Managua 

Regreso a1 Hotel 

Traslado a Leon 

Presentaclon del Slstema Control 4 Manejo de Alunentos de T~tulo 11. Formularies 
Commod~ty Trackmg System y Reconcll~ac~ones Mensuales entre 10s despachos 4' 
d~st r~buc~ones  a beneficlanos 
LIC Marganta Clarh Ofic~al de Segurrdad Alunentar~a 

Almuerzo 

Vlslta a la Bodega Central de Save The Children Ant~gua Bodega Ferrocaml 

Reunldn con personal de Segundad Alunentar~a 
(Opclonal) 

Sallda para 

Vlslta a la comunidad de 
*GMM 
*V~sita a cams de Beneficlanos de Tltulo I1 
*Entrevistas con voluntar~os de salud, antropometristas, responsables de 

dlstr~bucion. particlpantes de GMM, personal de Puesto de Salud 

Almuerzo 

Grupo Focal con Beneficlanos de Tltulo 11. en Carlos Fonseca Amador 
Chlnandega 

Vlsm a SILAIS- Chmandega 

Cena en la casa de Marganta 



SaIlda para la comunldad de Las Marlas 

Encuentro con el Comlte Pro Nfiez 

Saltda para Managua 

Almuerzo Nagarote 

Entrevlsta con el Representante de Save the Children Nicaragua, el 
Dr Craig Lofhn, Oficlnas Centrales Managua 

Entrevlsta con USAID Food Office, Lynn Vega 
Oficma AID, Managua 

Entrevista con el Sr Bernabes Valladares, Dlrector PAPAL 
Oficma Managua 

Almuerzo 

Entrevlsta con el Sr Lee Rosner, D~rector Prqect Management Unlt 
Development Assoc~ates, Managua 

Noche Salida a La Buena Nofa 

VIERNES 6 
Llbre para entrevistas partlculares 

SABADO 7 
Regreso a 10s EEUU 

PROGR\\lA 
\ w t a  de E~aluadores del lnst~tutlonal Support Grant 

31 de Enero a17 de Febrero de 1998 
Page 2 
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opcrat ionsl strategies (# 1 above). 1-CADER support: S 2.111 m i l l i o n  

2. DeveLop materials. 1 - l ra in ing  & TA: S 0.011 m i l l i o n  

3. Assess, develop/enhance, test, i n s t a l l  I-Evaluation: S 0.080 m i l l i o n  

t r a i n  in support systems: 1- lnd i rect  costs: S 0.464 m i l l i o n  

hunen resource developnent, conmodi t y  I 
tracking, monitoring and evaluation, I 
emergency response protocol and I 
information sharing system. I 

I ~ASSUHPTIONS FOR ACHIEVI NG OUTPUTS: 1 
I I I 
I I I 

1. Agency-wide po l i cy  L operational s t ra tegy l l .  75% accep tab i l i t y  o f  food ass is ted 11. Hid-term and f i n a l  evaluations. ~CADER u n i t  continues t o  be f u l l y  I 
fo r  emergency respame L development uses1 programing across the agency. I Istaffed. Needed support provided ( 
o f  food a i d  inplcmmted. I I (by other SC technica l  un i ts .  I 

12. 80% o f  f i e l d  o f f i c e s  using Reporting ( I I 
2. Reporting system used by a l l  FOs I system I I I 

systems are used by a l l  f i e l d  off ices. I I I I 
(3. 80% o f  f i e l d  o f f i c e s  using I I I 

3. Standardized manual and corrputerized I standardized comnodity t rack ing system1 I I 
corrmDdity tracking system are used by a l l  1 I I I 
f i e l d  off ices. 14. Four neu programs delivered. I 1 I 

I I I I 
4. Fwr neu program are designed. 15. 45-60 days betueen ear l y  uarning B I I I 

( in tervent ion I I I 
I I I I 
16. S ta f f i ng  f o r  emergency program I I I 
1 cmrpleted w i t h i n  30 days. I 1 

- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - . . - - . - - - - - - - l - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - l - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - . . - - - - - - - - - l - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  
I 
I 

INPUTS: (ACTIVITIES AND TYPES OF RESOURCES) ~IMPLEHENTATION TARGET (TYPE & QUANTITY) I I 
~ASSUMPT~OWS FOR PROVIDING INPUTS: I 

I I I I 
1. Disseminate agency-wide pol icy & IS 2.666 m i l l i o n  over f i v e  years l ~ e p o r t s  and evaluations. l A l l  compbnents o f  ISGP proposal ( 

I 
I 
I 
I 
I 
I 
I 

4. I d e n t i f y  t ra in ing  sites, trainees and I 
arrange training. I 

5. I d e n t i f y  and conduct management end I 
operations revieus. I 

6. I d e n t i f y  concepts for f e a s i b ~ l i t y  I 
8 urdertake. I 

lapproved and funds obl  igated i n  a I 
l t i m e l y  fashion. I 
I I 
I I 
I I 
I I 
I I 
I I 
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APPENDIX G: Program Initiatives Under ISG 1993 - 1998. 

Lebanon 
Title I1 Program closed out 
9/93 with resultant need for 
MYOP for FY94-96 

Development of MYOP 
O b j e c t i v e s  

r 
Sudan 
Tttle I1 Program for FY94 
emergency needs 

Ethiopia 
Title I1 regular food program 
for FY94 needs 

Sudan 
Commod~ty management 

Establish relief d~stnbut~on 
program 

Improve food secunty through 
disaster early warnmg and 
preparedness 

management requlrements 

Activities ResulitsTX)at ws1 
Preparat~on of FY94-96 MYOP 
Focus~ng on improved food 
secunty for vulnerable groups, 
negot~atlon wlth FFP and 
AsdNear East Bureau 

Preparat~on and review of 
proposals and negot~at~on with 
FFP Assessment completed In 
June 

Not approved for FY94 
However, CADER contmued 
discussions w ~ t h  the Lebanon 
FO and revised submiss~on for 
FY95 11/93 

Sudan Title I1 emergency food 
distnbution program ITSH 
grant (9,500 MT to 60,000 
IDPs) was signed 12/93 

Negot~at~on of FY93-95 
program 

Call forwards made on t~me, 
appropnate sh~ppmg documents 
prov~ded to fre~ght forwarders, 
all sh~pp~ng Info prov~ded to 
FO's, survey reports filed and 
cla~m forms agreed upon 

AID/FHA/FFP approved 1,620 
MT of wheat & vegoil, 202(e) 
grant increased to incorporate 
hard currency adrnin & 
management costs for FY94 
program 12/93 
EmergencylRehabil~tation 
proposal developed for Fk"' 
95/96 
Ongolng 



Invest~gation of programming emergency child feeding and other PVOs Assessment 
opportunities for SC/Haiti program for SC/Haiti of capacity SC office 

Assessment of programming 
opportunities m Haiti Urban 
FFW program 

Draft proposal for emergency 
chld feeding program Program 
report 

I 

Burkina Faso Increase the food secunty in 50 Modified irutial proposal, The proposal was not fimded 
Title I1 100% monetization villages of Seno and Bazega obtained Mission support due to planning closing of 

over 3 year penod USAID Mission and AID'S "out 
is out" policy 

Afghanistan Assess feasibility of food None Unable to vlsit due to No programming activities took 
Tttle I1 development needs adsecunty in the country secunty problems place 
Angola Emergency Food needs 

Angola Provide emergency rel~ef food 
Emergency Food needs for 48,500 displace and war 

affected people, provision of 
seeds and tools to 8,663 
famllles under a FFW project 

~ e ~ o t i a t e d  the proposed 
program with USAID/FFP 
During these FFP recommended 
that SC request needed 
commodities fiom WFP and 
essential support costs from 

Approval of 6,000 MT of relief 
food distribution, additional 
activities proposed not fkded 
as donors d ~ d  not conslder these 
a pnority 5/94 

Consultant developed an urban 
FFW project 



inidadw 
Middle East Reglonal Tltle I1 
monetization program concept 
paper (discussed 9193 - not 
allowed under legislation at that 
time) 

Sudan and Ethiopia Program 
Revlew ( 1  1 - 12/93) 

"Management by Objectives" 

Technical Assistance (TA) for 
SC country programs 

Undertake feasibilrty study and 
market analysis of both 
monetization and commodity 
swaps for the West Bank and 
Israel1 markets 

Revlew status of Tltle I1 
program in both countnes and 
asslst in the transltlon fiom 
FFW to emergency 
programmlng 

Resubm~ssion of an alternative 
Tltle I1 initiative for WBIGaza 

Thorough review of FO 
actlvities 

Revlew PVO Tltle I1 
management procedures and 
how they can be Improved 

Provlde commodity related TA 
to SC programs for relief or 
development actlvities 
whenever needed 

Dlrector participated in 
Consultative Group meetlngs to 
discuss Mi30 issues and to help 
draft the Mi30 paper 

support provided by DHR staff 
to country programs for food 
secunty assessments, project 
conceptualization, proposal 
preparation and negotiation 
wlth donors, program revrews 

4ID/FFP decided to keep the 
x-oposal on file pending 
-eactivation should AID/FFP 
-eglonal strategy change FFP 
~dvlsed that their Tltle I1 
assessment mission indicated 
that employment income rather 
than food assistance was the 
mtlcal need 12/93 
Both programs evaluated and 
assistance for transition fiom 
regular FFW to emergency 
programming given 12/93 

Draft concept paper entitled 
"Management by Objectives" 
The paper was discussed with 
AIDIFHNFFP and 
subsequently submitted by CRS 
to Administrator Atwood 
12193 
Reliance on outside consultants 
for routine commod~ty-related 
TA is being reduced Ongolng 



Strengthen linkages between 
DHR and other SC sectoral and 
regional offices 

Greater cohesion and 
consistency in programming and 
inter-agency relatrons 

Identificat~on of external 
consultants with commodity 
programming and food security 
expertise 

Haiti 
Emergency needs 

Ethiopia 
Management review 

Activities 
Part~cipation in the SC's 
internal annual Programmng 
Planning and Budget (PPB) 
process which includes a rewew 
of all country programs--admin, 
financial, programming Issues-- 
leading to agency wide 
recommendations for new 
init~atives and refinement of 
current programs 

Meet special program 
requirements and supplement 
DHR staffing when needed 

Assess feaslbil~ty of lnltlat~ng 
Tltle I1 emergency program 

Review FO commod~ty 
operations 

Developing a network of expert 
consultants known to DHR and 
fam~liar wlth SC program 
Interests 

Deputy Dlrector traveled to 
Port au Pnnce together wth 
SC's Vice President for 
Development to conduct 
feasibility study, develop 
project concept and make 
presentation to USAID mission 
Rev~ew of actwe proposals, 
revlew of monet~zat~on 
proceeds and report on status 
of monettzation proceeds 
results to USAID mission 

Re$&m*t& 
Program Operations and 
Program Development 
Departments sensitized to the 
importance of food secunty 
issues Ongoing 

Roster of  available consultants 
Ongoing 

Mission unwilling to support 
additional commodity 
programming in Hait1 by new 
players 10/94 



Angola 
Food program review 

Establrshment of commodrty 
management systems 

Rwanda 
Feasibility study for 
monetization 

Determrne whether a 
monetization program could be 
initiated in support of new SC 
country program 

Ethiopia 
AFAR project revision 

Establ~sh commodrty 
management system and revise 
AFAR proposal 

Sudan Develop food secunty proposal 
Emergencylrehabilitation needs 

Commodrty management 
systems set up, staff trarned in 
their use Urban FFW proposal 
developed to support urban 
sanitatron/publrc health 

Comrnodrty management 
systems in place Overall 
program review report OFDA 
drd not hnd urban FFW project 
due to developmental aspects it 
could not hnd 2/95 

Market survey undertaken, 
drscussions on collaboration for 
joint monetizatron with WFP 
and other PVOs pursued 

Commodrty management 
system put In place Freld staff 
trarned rn rts use 

Developed 
emergency/rehabilrtatron 
program proposal focusing on 
health, water, sanitatron, and 
food production to be jointly 
implemented with UNICEF and 
state authonties 

Determinatron that existmg 
market for commodities 
avadable under T~tle I1 
monetization very limted On 
hold pending rmproved political 
and economic conditions 2/95 
Commodrty systems up and 
running Developed FY 96-98 
DAP 

Proposal submitted to OFDA 
for approval 9/94 



security 

Mozambique 

Horn of Africa 
Food security workshop 

Liberia 
Program Assessment 

* 
Assess food secunty needs in 
Malaw, Zimbabwe, and 
Mozambique 

Draft DAP 

Review food secunty issues In 
the Horn of Afnca 

Determine whether SC should 
establish a T~tle I1 rel~ef 
program 

Deputy Dlrector and AF/LAC 
desk officer 

Develop Title I1 proposal for 
development assistance 

International NGOs, donors, 
and international organizations 
brought together to revlew food 
secunty in the region, present 
lessons learned over the past 
decade and examme 
opportunltles for hture 
collaboration 

CADER Deputy Director and 
SC field staff traveled to Ivory 
Coast & Liberia to review 
exlsting unmet commodity 
needs for refbgees and 
displaced populat~ons 

Trainmg prov~ded to FO staff 
and AFILAC desk officer in 
food security assessment 
methodologies AFfLAC 
Region accepted need to place a 
food security advisor in 
southern Africa 5/95 
Forwarded to USAID mssion 
in Mozambique 

A set of workshop proceedmgs 
were prepared and dlstnbuted 
1 O/!X 

Internal report prepared 
recommendmg establishment of 
emergency reltef program 
lmmedrately wlth WFP 
commodtties to be followed by 
submission of T~tle I1 request 
for FY 97 Recommendations 
were taken under advisement by 
SC senlor management due to 
volat~l~ty of  Libena sttuat~on 
12/95 



Nicaragua 
Operations Research 

Mozambique 
Project development 

Reach agreement with USAID 
and other PVOs on 
methodology for operations 
research 

Develop Mozamrbique DAP 

I Angola 
Aud~ t Review 

concept 
CADER Deputy Director 
attended USAID/PVO 
workshop in Managua (1196) to 
discuss program objectives and 
research issues 

CADER Deputy Director 
worked collaboratively with 
SCMozambique field staff to 
develop commodity project 

DAP revised to incorporate 
results from Managua 
workshop and submitted to 
hnding 5/96 

DAP prepared and submitted 
for review 1/96 

Assist Angola FO dunng aud~t 
revrew process 

Ethiopia 
Project development 

Nicaragua 
Program support 

Deputy Director, DHR 

Mozambique 
Program Support 

Partrcipate In operations 
research 

Audrt successhlly completed 

Develop Ethiopia DAP Regronal Food Secunty Advisor 
provided review of DAP 

Final versron of DAP approved 
I 

Deputy Director traveled to 
Nicaragua to partrcipate in 
discussions regarding SC-N's 
participation in initial baseline 

2/97 
DAP finalized 5/97 

Respond to FFPNSAID-M 
questions regarding DAP 

SC portion of baseline survey 
completed 8/96 

Rwanda 

HO staff responded to FFP-W 
concerns regarding DAP 

Program Development 
Develop a proposal for OFDA 
finding 

survey for the OR 
Multi-disciplinary team Proposal developed for OFDA 
examined food secunty needs in 
Rwanda 

findrng 



DHR program act~vltles and FS on program act~vit~es and FS Ongoing 
framework framework to new FO 

directors 
Commodity Tracking System Development of a computerized COS and consultant developed CTS finalized 

food commodity trackmg a computenzed systems for 
system field offices to faditate the 1 1/97 

trackmg of food commodities 
Handbook section on HAU 
Food Program 

FS Policy Paper--Draft Develop policy paper that 
spec~fies SC approach to food 
security 

AVP of DKR wrote drafi 
verslon of SC food secunty 
policy 

Policy draft c~rculated wthin 
HO and FO's 

I I I 

World Food Summit I Demonstrate SC's comm~tment I Charles McCormack, SC I SC participated actively in 
to food secunty by active 
participation In World Food 
Summ~t 

Pres~dent, was on the offic~al 
US Delegat~on 

vanous sessions at summit 

1 1/96 

Angola 
Rapid Livelihood Secunty 
Assessment 

Ethiopia 
Program support 

Determme fbrther programming 
direction of FO In terms of food 
and l~velihood secunty 

Support FO in development of 
PAA 

FO, with external consultant, 
conducted assessment of 
l~velihood security needs in 
program areas for development 
of new activltres 

Assisted FO to prepare PAA for 
the phase out of AFAR 
monetizat~on 

RLSA report finahzed and new 
programmmg proposal process 
init~ated 2-4/97 

PAA submitted 



Mozambique Strengthen FO's capabil~ty in DHR staff provided Commodity Mozamb~que FO commodity 
Program Support commodity management Management Tra~ning management operational 

Sierra Leone Deternune feas~bility of SC FS DHR staff conducted a food 
program under current political secunty needs assessment 
conditions 

SC Strategic Planning Promote FS and emergency Present FS conceptual FS, along with Women-Child 
Meeting of Area Directors response within SC fiamework and SC FS policy Impact, are accepted as 

draft strategic SC concerns 

2/97 
LAC Country Directors Promote FS issues w~th LAC DHR staff presented strategic FS rece~ved serious attent~on 
Meeting region for program outlme for emergency response and generated intense 

development pol~cy discussions 

I -. - . 
Mellon Proposal 1 Increase SC's capaclty to I DHR staff developed proposal I Revolvmg hnd of $500,000 for 

rapidly respond to emergency to the Mellon Foundation for emergency response was 
cond~t~ons with private finds special SC find to respond to established 

I 1 emergencies I 



Guatemala 
Food secunty assessment 

Working Groups 

Angola 
Management Change 

Ethiopia 

Develop a concept paper for 
poss~ble DAP in El Qu~che, 
Guatemala 

Create working groups w~thln 
SC and outside to promote FS 
concepts and programming 

Support change tn FO 
personnel 

Ass~st FO dunng DAP revlew 
process 

Deputy Dlrector and two DHR 
consultants traveled to 
Guatemala to work with SC 
national counterpart, Allanza 
para el Desarrollo Juvenil 
Comunitano 
SC President, Charles 
McCormack made an earlier 
trip to meet wtth USAID-G 
oEc~als about SC renewed 
presence in Guatemala 

DHR staff partmpate regularly 
In groups wlthin SC that focus 
on maternal-chdd health and 
chdd survrval DHR also 
part~c~pates In FAM M&E and 
monetlzatlon groups, and WG 
on envtronmental Issues of T~tle 
I1 and FFP7s SO 1 
DHR staff interviewed 
cand~dates and part~c~pated in 
the select~on of new FOD and 
program manager 

DHR staff responded to 
questions from FFP regardmg 
DAP 

Concept paper wntten and 
circulated wthin SC and 
USAID-G. 

Improved communication 
wthin SC and with other food 
security PVOs and donors. 

Ongoing 

Individuals selected for Angola 
FO have strong FS and food a ~ d  
backgrounds 

9/97 
Final DAP submitted to FFP 



. . 

Inf tiativrs 
Nicaragua 
Program support 

Transitions Workshop 

WASA/Horn of Africa 
Program support 

OFDA Complex Emergencies 
Indicator Workshops 

Food Security Advisor 
Recruitment 

Commodity Tracking System 
Fteld testtng 

Parttctpate with Food lQld 
Communtty in planning 
workshop 

. . .  . 

0 b'ectives 1 

organtzed by FFP in West the transition process to 
Vtrgtnta development 

Asstst FO dunng the PMU 
assessment of first commodtty 
sh~pment 

Deputy Dtrector traveled to 
Ntcaragua to assist in PMU 
assessment of SC's 
management of TI1 
commodities 

Parttctpate wth  Food &d 
Commun~ty In ~dentifytng 
appropnate indicators for 
emergency response 

SC-N received hgh grades for 
management procedures 

5/97 

Increase DHR's techntcal 
capab~ltty to do FS 
programmtng 

DHR HO staff and Angola FO 
staff participated tn 
Washtngton, D C workshops 
and field testlng of indicators in 

F~eld test the new CTS rn FO's 
that have Tttle I1 projects 

Identtfication of core tndtcators 
for emergency response 

Ongoing 
Angola 
Extenstve recruttment process 
to locate appropnate indtvtdual 
to serve as food secunty poltcy 
advtsor 

Thoric Cederstrom htred 

7/97 

COS sent out verstons of CTS 
to Mozambtque, Ethiopta, 
Angola, and N~caragua for 
testing 

CTS is currently betng field 
evaluated In~ttal results are 
postttve Ongotng 



Program development Zone to transition from conflict 
to peacehl development 

SC Food Security Policy Revise SC Food Security Policy 
Revised to bring into line with overall 

SC programming principles 

Rwanda 
Project Development 

Respond to USAID miss~on 
RFA for monetization 

commitment to food secunty 

Activities 
Food Secunty Advlsor and two 
consultants went to Guatemala 
to work wlth SC national 
organization to develop 
proposal 
Food Security Advisor rewrote 
SC FS policy after extensive 
feedback From DHR staff and 
SC sectors 

Regional Food Security Advlsor 
traveled to Rwanda to develop 
proposal for monetization with 
SC field staff 

Charles McCormack, SC 
President, nominated to 
USAID Food Secunty Adv~sory 
Committee 

Proposal submitted to USAID- 
Guatemala and FFP- 
Washington 1/98 

New Food Secunty Policy 
circulated for comments to field 
offices 11/97 

Proposal submitted to USAID- 
Rwanda 1/98 

Charles McCormack, SC 
President, named to USAID 
Food Secunty Advisory 
Committee 1/98 


